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saintenance, Long accepted in the avy for up-Keep of guns, 
fire control equipment, end all ship's machinery. In fact, 
the scheme presented is a check-list. it is simed at ap~ 
proaching the personnel situation from the standpoint of 
motivation in order to better serve ac a double-check on 
the leadership and administration methods. This is en ate 
tempt to refine the theories and facts of one phase of lead- 
ership into a solentific instrument for practical use. | 

The list, presented in this Thesis, is designed for 
use by leaders in the United States Navy. It is necessary 
to limit the situation covered to the Navy in order to keep 
the check-list brief and workable for a specific situation. 
It isa the hope of the author that this list will develop 
and grow to be a useful scheme, or tool of personnel ad- 
ministrators, in or out of the Navy. If this list will 
aid any Navy officers to maintain their personnel in the 
highest state of efficiency, usefulness, enthusiagm, and 
readiness for emergencies, it will have servwed ite purpose, 

The author is deeply indebted for encouragement, care- 
ful consideration of hia ideas, and for many useful eugges- 
tions to br, Harvey Walker; Ohio State University) Dr. C. 
B. Mendenhall, Ohio State University; Captain C. B. McCombs, 
USE; Captain Allan B, Roby, USK; Commander ©. NM. Brown, USN; 
Gommander T, D. F. Langen, USH; Commander B. E, Wiggine USN; 
Commander B. W. Dunlop, UGN; Commander J. R. Mackroth, USN; 
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Lieutenant Commander ©. S. Walline, USN; Lieutenant A. H. 
Gornell, (SC)) USH; Major J. 3. Hudson, USNC; Colonel 5. 
B. Van Volkenburgh, USA} Lieutenant Colonel 7. A. Kenan 
USA; and Major C, E, Gushurst, USA; and to numerous others. 
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GHAPTER 7 
THE WRED FOX IMPROVING MOTIVATION IN THE WAVY 





«Phe objective is a system for obtaining increased 
personal efficiency in personnel in the United States 
Wavy by focusing attention on the human element. All 
phases of personnel administration are interrelated and 
strongly interlocked. It is proposed to attack the pre- 
blem of producing and maintaining high morale and enthus- 
Les, not from the usual angles -- not by considering 
training, or selection, or PRM ue 
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«Several times ships have been directed to send a 
mandatory quota of men to some Ravy School, on one occ- 
asion to a fire control sehool, Two seamen first class, 
or firecontrolsen any class, or electricians mates any 
Class, were required. A survey of the orew showed that _ 
none @esired the avsighzent, that the one fire contre: 
mam on board had previously attended the seme elass, and 
that none of the seamen were cquzlified fer euch a school ~ 
a8 evilenoed by the aptitule grades end educational hie- 
tory in their service ae all tien, save one; 
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expressed a strong and positive desire not be be sent 

to the scheol, A report to the next senior commander 
Couserning the situstion oecasioned orders to pick two 
men on any basis and detail them to school. One seaman [ 
first class, not theoretically qualified for a subject 
@emereliy considered difficult, but who vas at least 
desire was to become a gunner's wate, not « fire control- 
him that the course would benefit him, The other men — 
fire controlman first class whe did not desire to gos 
having many reasons of his own, including the fact that he 
hae previously attended. Obviously, the officers concerned 
dm an organized and systematic aanner, and wanted the best 
fo attend, but certainly the Navy would not get ideal re- 
‘sults from training those two individuals. If some tech- — 
Biques of motivation could hive been discovered ta select 
00d men who desired to attend, or to change the situation 
go that the sailors would want to attend, all persons con- 
ered would have been more satisfied, the students probably 
would have gained more knowledge or skill, and the efficiency 


of the Navy would have been improved. 


























In the exauple deseribed above, some officers were 
at an arganirational level where the Ufficulties were 
particularly obvious, yet some of tne remedies were far 
beyond control. Each officer sees Ufficulties and faults 
in other offices concerned with a problem. But it wuld 
be more to the point if each person were to have a fairly 
bear view of his own situation, a method of evaluating 
his own unit, and a way to see some possible improvements, 
especi2ily these leproveszenta under his own control. The 
probles of the students hinged around what ean be referred 
to as motivation; the energy with which each individual 
ape his Navy task. vers: ea Ga 


SE To re nine, te mma 
tion techniques ie of utmost importance to each person con- 
cerned with the adainistration or management of men, that 
the organization of those techniques into a check-list yields 
assheme for the practical self-evaluation of the motivation 
sonditione existing within the area of responsibility of | 
each administrator, and that application of such a scheae 
will suggest needed adwinistrative improvements to his, 

All of this can be proved, it is hoped, by presenting the 
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oheck-list, end a semple evaiuetion of a Navy jeb by we 
of the check-list, we ried ewortbenliae 





_ ‘fhe imporsanee of motivation in business and industry 
dm the United States 1# eashly establishs4 by recognizing 

the following pedptes .  §§ «fF 6 we thw fee 

ss ess The Geep coneern of wanagescent with the problem 

Of increasing production throvwh iuproving human — 
Cure. co CebpAemey.s we Sore erwte® cumme of @ erie Ate 
~~. be The great amount of literature dealing with aan 


aptat Chm t from the standpoint of “human engineer 
be pam aeeniti« ef Ge appllwaMas Glie of 5 


ain. none financial, tested and used by management. — 
a The great amount of production, time lest through 

| fteikes, slowdowns, unoffieial work limits, fea= =. 
9) The situation and conditions in the Navy ore far dif= 
ferent from these existing in industry. In general, there 

43 no production line. Pay eannot be as flexible nor as 
well adapted te production incentives, Strikes againet the 
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government cannot be tolerated as are atrikes in indvwatry. 
Personnel of the Navy must be ready for varied eventualities, 
But there are mamy conclusions of value to the Navy which 
ean be drawn from facts learned by industry, There may be 
some truth in Webster Robinson's ae | to the effect 
that morale is the produst of incentives, 

».. Tne Navy does not, and cannot afford to stick ite 
head in the sand, play its own game, proceed on the policy 
that Navy problems are completely different, and that there- 
fore, the Navy sust we the Navy system alone and solve its 
ome, problems single handed, ss proof, the fact should be 
noted that many officers are sent yearly to universities 
to garner all possible of the aplicable bits of civilian 
methods and facta, There are many similsriéies between 
Keng and Anduetrial conaitions, Comparisons are of createst 
Bane ead-tnteyes, - Fm feete.eep of egret : 
tips exists in that Navy rearults are aFem fren all elticens, 
from vhe sons of wen in industry, md even from intustry st 
self. ‘They grow up together, read the same newspapers, de- 
sire similar Rsk Toe LS 1 ard Wk eg. 
wehienk.. ‘Ir Gnaustry has a new and better procedure, it will 
Seer eerste SR FPF Oe Ps 
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ual evidence to indicate a widespread belief that motivation 
is eesential to effective learning. It 1a not necessary 
thet I present the varios theories of learning. Some psy- 
Ghologiste go so far as to say that «11 Yearning must be 
aotivated, Almost all descriptions of the learning process 
$61 kd toll ted thd “ot bo tivd ttl” Ridecen prhedtt qutte 
@ Comprehensive survey of whet 1s known about motivation in 
learning. He conéluies it saying, “The inference that moti~ 
vation is one of the most necessary and conditions 


of rate of learning seems inescapable. 
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Motivation ig important from the teaching end of edu- 
cation as well, The Army Air Forees Aviation Psychology 
Program produced the following statement: ‘Experienced 
supervisors in both primary and advanced sehools have 
renked interest in the job of teaching as the quality of 
the nost importance for success as an instructor," One 
widely accepted theory of learning sees education as only 
assisting each individual to teach himself, thus, each 
inetructor must motivate eaxoh individual student to direct 
himself toward the task of learning a subject and to do. 
so with sufficient energy to assure reasonable success. — 





speek of motivation, industrial managers speak of Anaantives, 
and Army or Navy officers tend to refer sore often to Be. 


@ipline, training, morale, or to leadership. All of those 
Seetgy aia eemnate neeicepenetine 


ieney. The importance (of motivation in militery service 
is easily established by recognizing the following factes 


Beis. 


a This probleas ‘to fo Large extent, preetpiteted — 
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gan we the mul titude. of. books about military leadership. 








A glance at the prefaces and tables of contents 
will show such subjects ae loyalty, duty, dis- — 
cipline, discontent, competition, motives, pro- 
paganda, efficiency, etc. we pn and Navy are 
continuously studying leadership. tonve, 
teetenenienmnite nena 


cess. In fact, Professor John ©. Flanegan, of 


the University of Pittsburgh, said that one of 
the more important contributiens of the Army Air 
Forces Aviation Psychology Program to the science 
of personnel payohology was in the area related 


_ te motivational factors, "It was shown that _ 
= measures of broad interests, inclinations, smd = 


ceeeeneotallwen, could, be used. to Amprove. 


_ -- @F Success obtained from aptitude test 
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ce. There have been many instences in militery hie- 

tory when reeults have been less then ideal due 

to undepired motivation, instances of cold 
~ - -‘Dbrdckings gun=<decking, refusal of some pilots 

te fly continued combat, absence without leave, 
i“ Ginkrking duty, retreet from battle, end slow 
' ‘pees im enewerlng a call to work, Foe CON 
ss attempting to influence men; to motivate thea in 
_' ge way or another, to enlist, or to fight, or — 
5 $® combat venereal diseese, or not to freternize 
"=| wHith a conquered enemy, 5 800¢«¢002—~—<“<“< OW!!!” ros 
she trend in personnel administration and personnel _ 
peyehology in the Kavy and out, 1s toward more ‘scientific® 
Sowetimes the word *ecientifie” is used rather 
loosely because of the added prestige it gives whenever — 









used 





sonceming | 
and considered of value in the services see: dames CG. 
M414 Personnel Administration: The United 
view (October, 1943), 
ch *‘wilitary 


/ PP. ~> nud 
| Administration: che United States ae , 
P. ns nine view (Aprils, 1943), Vol. 4, Mo. » 
- jawthorne, “Hilitary Fersennel Ad- 
ministration: a United Stetes Marine Corps*, Fug 
| eviews, (July, 1945), Vol. 4, No. Ss pp. 

s these articles presented the princi- 

es of  enaidtantions merit system, — orlenta=- 
 @arly choice of duty, interviewing, oné assignee t. 




































applied. Sut here I mean procedures guided by systema- 
tized knowledge end organized facts. The trend is evident 
in the ineressed use of prediction methods, fact ?inding 
surveys, action based on such facts, improved classifleation 
of men by abilities and experience, and the organization 
be assigned. This thesis was born beesuse of anebility 
to remember, or comprehend, or even to find any presenta= 
thon of leadership wiich dealt with motivation in the Navy > 
eat vamonshly couplete. 2 -asy be an exaggeration to 
the list is presented as a step toward more seientific per 
sonnel administration and personnel psychology. This claim 
is based not on the preamtation of any new facts, but — 
Father on a new syetem of organizing old facts for pwesm=-— 
tation and forwses  § 9s mesnan.¥ 
Whe preet teem & oametas onl af bs wee te’ lace 
Gat we 6 beets ew OPS 8 eee & Se ee etiam 4S 
ee ee ee ee ee 
PP welt _— *),, 
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GHAPTER II . 
A SURVEY OF THE FIELD OF MOTIVATION -. 





*Motivational payechology may be defined as the study 
of all conditions which arouse ami regulate the behavior 
of organisus, The arousal of behavior necessarily implies 
& Pelease of physical energy from the tissues. The regu- 
lation of behavior includes the eontrol of activity through 
purposive determinations, as well aa the reetriction of 
aetivity by organic structure,* — 
eo cover every poszibility. In fact, the author wed the 
fivet forty-five pages of the book to show that it would 
be broad enough to include ell theories, 21 motives, ll 
Aneentives, all subjects to be motivated, and all behavior. 
The statement is often made that “All behavior oman 
wast be a eause, and as there seems to be no exception, ell 
‘bvedevior must heve behind it some reason, psychological, 
or ehvirommmta. oo © butthur,. tee sews 
_.. . Buts the dictionary definition is more veeful, "Moti- 


Sa 








/ P,  * . Yomgs Hotsretion of Behavior (John Wiley ond Sons, 


2/ ibid.» pe i. 
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ef movings ispellings, inducing, inciting.* There is no 
need, however, to hew strietly to any of the oommonly 
aecepted definitions of motivation. The purpere is the 
guide, not the dietionary definition. Therefore, a de 
finitien better fitting the purpose is that motivation 
regulate the behavior of sailors in a sanner to best ~~ 
serve the Nevy, go  =§— |. ai tCese ase 

GS meats 26 Seen e®, & «we7iy eleiles # pommel us 
SP DUDUNTATION IN MOTIVATION ws 

day PLaots concerning motivation must be drawn fron 
some sort of expericnee, There le no known system of aon- 
puting the result of adding one or more incentives to a — 
Given situation. It must be tried. Once tried, all that 
exieting conditions. It will be impossible to exactly du- 
Plicate the human conditions. Trying the experience en 
Bundey instead of Saturday, or even on sny ether Saturdays 
Bight cive different reaults. Still, if the importent | 
Gonditions of the situations are siailer, the results — 
OGWb Dhak ses a kt ren Doe tertcie ‘one 
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probably will be nearly similar, If experimentation can 
yield any such results, oan show any uniform tendencies 
between motives and the behaviors which follow them, it 

 Satisfaetory experimentation usey fellow one of two 
patterna; the control method or the case study method. 

The better of the two ie probably the control method, Here 
ef subjects is observed, as nearly similar as possible 
to the first, under as nearly identical conditions as} 
possible, sxoept that the motive or incentive being studied 
ig not introduced. Results should show a difference bee 
‘tween the motivated and the non-motivated conditions, though 
10 is difficult to prove beyond a doubt that the behavior 
Tesulting ie due solely to the incentive, oo ## | 
ss & seeond pattern is the case etuly method. Records 
ere collected on one or mare Cases,as complete a set as pos 
@itle, listing «11 of the conditions of a true experiment. 
Events are analyzed to determine what behavior generally 
follows specific motivation. ‘The main objection to the — 
the results obtained occured only because of the introduction 
of the specific incentive. stam. PT awh eliee 





1 


with all-of the recorded history we have behind us, 
4t would seem that by now, we should have many general isa- 
tions from analyzing cage histories, and we do. The 
generalizations ere far from belng the scientific tools 
that are needed for good personnel administration. Ve 
have many platitudes, quotationa by Napoleon, John Paul - 
Jones, Dewey, and even auch leaders of today as Nimitz and 
Halsey. The results obtained by those leaders in action 
give stature to their conclusions concerning leadership. 
Yets, we do not know whether some of the mors modern leader= 
Times have changed. The attituies of men have changed. __ 
New incentives are available. ‘Jomo of the suggested moti- 
vation techniques in the cheek-list 411 necessarily be 
based on such eccepted opinions as mentioned above, be- 
oeuse real facts often are lacking. S8ome of the suggestions 
will be based on facts from true experiments, An atteept — 
will be made to present the available foundation upon which 
the suggestions of my eheck-list are based, whether facts, 
generally accepted beliefs, or merely opinions. - 
Very Little experimentation has been accompliahed con= 
cerning the motivation of adult men. There are many reasons, 
ive stat pert iy Sh epee tp tea Shee. 
aade to eter into a real life situation. Suftiesent supplies 
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of edult men far experiaentation are not alwnys available 
to the psychologists and husan subjects are complexly noti- 
vated. It is seldom, or naver, possible to seasure learn- 
eults te be of maximum significanee, the subjects should 
be adult men, specifieally sen of the United States Navy. 
hold true-for sailors. And the motives of recruits are 
not necessarily identical to the sotives of blue jackets 
with eight years of serwice, 8 8 | Aqsa se 
The estadlichment of satisfactory eriteria for experi- 
amtation is exesedingly difficult. Such aifficulties have 
with rate, monkeys, and goats. Considerable Gata have been 
procf, interests, attitudes, punishment, and reward. Little 
gestion, persuasion, force, ani dominsnes, The vesy pro- 
experimentally to a sufficient extent. Motivational experi- — 
mente have dealt primarily with deprivation and have sought: 
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relstionships between deprivation and behavior, eapecially 
Learning behavior. Thua, they have been negative rather 
then positive in eppronch. Sow ic. 
Pxperimentation 18 incomplete because human motiva- — 
tion, a8 well as the eriterion, is difficult to ceasure. 
Battery of the Arny Air Porees during World War II, ‘There 
wiS, in generals 2 @&minant note of motivation in the A.A.F. 
Pesearohes on tie success of pilots, bombadiers, navigators, 
end gunners, It was montioned in statements as a major 
Peason for success or failure, AST COTA. 
‘vation would nmve raised the validity of the test battery. 


O66 tan — = Gaye — «ay te enelli- leweerve. Gi os 


TRE aor or Carrera, te = s2alacie Oe oetwre 
‘Experimentation, or any method of obtaining feats, must 
‘Ynelude sone systex of measuring results, It is essential 
‘that we be able to know definitely that a given type of auto- 


“five thoussnd miles, or will withstend temperatures to 220°F. 
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daeentive will improve output, or that it will improve huaan 
performance to a greater extent ‘than snother incentive. Suoh 
established characteristies are the eriteria, 

. Takes for example, a radar op@ator., Are you satisfied 
Af he wakes up end somehow detects every enemy in the vioin- 
Atyt is eternal vigilance mere important, sven thouyh once 
an @ while he makes a mistake in reporting contacts? oes 
method of operation enter into the eriteris? Ie it tapor- 
tant thot ne take an interest in maintaining his equipment? 
Should he be suffielently enthusiastic about his radar set 
(to attempt developmmt of improvements in material or we — 
‘thod? Of course, these are all valuable characteriatics, — 
But, at tines one may be oll Rage ream all 
of these -- and others -- asy be equally important. Cnn we 
ance of an individual or group of men? It is not necessary 
to be able to compare one men with another, ‘The essential 
is thet somehow we know whether a given type of motivation 
Amproves or destroys perfornence, end roughly, te what ex- 
OGG 2s oe, ile! male tie ot le aww 
is ome experimentation has been dome in the field ef moti- 
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performenee of teachers, but the alms of the teach@e iiffer. 
Sometincs they intend ta give the greatest underetending 
pessible of the subject at hands and other times to teach — 
a skill. Por example, it has been found that if ® teacher 
aims to have his section produce the highest creies on ao 
Common exemination, he «111 do well to coneentrate on first, 
secoené; drilling in the wee of 
ead demenen ‘Exeeination merke so produead probebly will 
ast, ts. © fadmoandtenton. of, the.2eemning, \oPurinc, erkd: Van, 
II severe] experinental studies were sade to determine corre- 
lations between scholastic euscess of militery pareommel and 
maieeunsmamebatbeens Generel, there was 
a lows in mony cases, the 
When experimenting with 
motivations the criterion of school success ean be used 
fer performance in the school eituetion, but it esnnot be - 
used accurately for teachings combat duty. or leadership. — 
Pim Cave, ps Ceteciy fur ue «aditines be 
LEE BUATUNB AROUT SOPLVATION 
“Shere do auch 1iterature available wich is concerned © 
with motivation, It is posible to collect references and 
Ge ae. eee mm wr feet, A Ue. 
Se treet wees 
ep ae ions, exe, im Gee eeeeeetive ee Ges 
yy. O. Jenkins, "A Review af Lenten Sutiee ae Paar 
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quotations without end to substantiate each statement made 
herein, however, the literature veries to a great extent 

as regards the value of the statements, A brief discussion 
of the situation le pertinent Here, 2002s” 

| —-« Fhe literature concerning motivation may be classified 
tn the Qtiewety cane © Oa me etme ieee 
we, he Reports of formal experiments; — > a TEA 
2. Eattensive anslysis of cave histories; = 2 
8, «Textbooks and references consolidating established 
ss @ueh fielas ae psychology, personnel manngenent, — 
i“ ness management, and public administration; — 
- # Presentation of theories, largely based on facts, — 
pws often biased somewhat because of the desire 
-pe to weldothe theory ee 





May SSeS, Le? ey ee eT cds me? 
-. There are other classifications possible, and more de 
tailed breakdowns could be made. The only purpose is to 

show that the sowees of information vary greatly in value. 


Eagh source itself 







Anvvelwe, An attempt WilT be” 


each item in the check-list with the 











best references possible and a few words in evaluation 
where possible, , 

Jenkins, in reporting the army Air Forces leadership 
survey, used the dictionary definition of leadership, i.e., 
more individuals." This certainly involves motivaticn, | 
but, as Jenkins pointed out, none of the books concerning 
mined evidenee and all of them reflect the personal opin- 
ions and speculations of the authors. He pointed out that 
the characteristics presented as significant in succescful 
Leaders were selected without basis of fact and that sis- 
eellaneous, rather ambiguous oatchwords or phrases were used 
to illustrate the author's opinions, o.¢. practise what you 
preach, be cheerful, be a seaman, know your stuff, and avoid 
was laid dow by referring to general personnel 
management, ‘These were of the same general type found in 
sost militery leadership senuals; apparently good, but not 
‘Clear cut or substantiate@. = Sethe. 
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THEORIES OF MOTIVATION 

The purpose is not to prenent a new theory coneerning 
motivation, nor is it te enter a critical discussion of the 
relative merit or truth of various theories. Rather, it 
is the purpose to organize for practical wee, all possible 
of the applicable Enowledge about motivation which, to a 


. pPeasenable extents is proved or accepted as facet. Theories 


will be considered only to the extemt that will ted to fur- 
ther the purpose. = - » «i 

_. d% Gimes, there has been a great deal of interest in 
the general subject of motivation. On such period was in 
‘the nineteen~twenties, There was an attitude, not a theory, 
of dangling various incentives in front of people. Thus, 
‘the workers to seleoted tasks. Questions of the day were 
@oncerned with the relative drawing pewer of different lures, 
‘or the worth of trying thie or thet suggestion. | 
nor is it a weful attitude for several reasons: Firstly, 
different incentives have different values to different 
people, and different values to the seme person in different 
situations. Secondly, theese incentives often had value 
but still would not overcome the trouble, It would take 
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more than the availlable §5.00 Inoentive to overcome o lack 
of interest in the job. Thirdly, 1% is a shotgun sort of 
teelnicues in which the employer offered a macs of incentives 
to his workers, Me waa saying, in effeet, "Here are a lot 
of things you might like. You may have them if you will 

satay on the job and increase production.* He erred in that - 
he only guessed at a group of things they might want. He 
should have discovered first what really was wanted. Often 
these wanted iteme would be cheaper, but would not be a type 
of incentive that could be dangled as bait. 
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It im desired that this achene be based on facts about 
motivation colleeted froma every possible sowece, from exper~ 
imentea, literature, experts, iniustrial leaders, religious 
leaders, Baval leaders, educational leaders, and from history. 
But, these should be backed up in some way to eateblish 
them as fot, And even then, because of the natwe of the 
records on4 experiments, the foundation may at times be some- 
Pleteness, however, it is neoessary to we the best informa- 
tion availeble and evaluate it as best possible, Because of 
the variety of sourees it le desirable to state some assumptions 
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to limit the general field of motivation to the specific 


problem. 


The aséeumptions upon whieh sre based the selec- 


tion of faets for the eheek-list follows 


Le 
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The motive involved must in some way be ugeful 

te the United States Navy, though 1% matters not 
whether the use be at the high commandlevel or 

at the petty officer level. — 

The motive involved chould be one of value to 
adult men, @pecifieally men vletween the ages 

of seventeen and forty~five, 

The cheek-list must inelwie sufficient informa- 
tion so that it organizes and encompasses the 
entire known field of motivation in the Navy 

to a reasonable extent, 

The check-list must be brief mough that it 

mignt be read and used, 

The check-list must be sufficiently understandable 
so that it cen stand alone during use. That 1¢, 
it must not be necessary continually tw refer to 
references for reasonable understending, 

It must eerve as an aid to remenbering principles 
and a stimulant of better personnel edministration. 
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Quite a Yew examples of disasters @uld be quoted. 

Cne manufacturing company desired to decrease waste of a 
Certain piece, ami thereby inerease production. They in- 
stalled an incentive system which included good pay if the 
pieces were within tolerances, no pay if the piece were 
Ground too little, : it eould be refinished, and a pay pen- 
alty if the piece were cut too much end thereby wasted. 
The results were thet the workere avoided the penalty ond 
tended too much toward the side of insufficient grinding. 





Production slowed down, workers’ droppedy and the 






workers felt they had been tris es te <fee oust 

_, Apother example was a ship in which there was tempo- 
rarily an attitude and degree of cooperation which was — 
lees then desired, The officers decided that it was a 
party the men wanted. 1t was aimed to please the men, but 
at did not correct the real basis of their discontent. In 
feet, the way in whieh the party was offered aguravated the 
diacontent. ‘The author has since been told by a samber 
Pek cee 4 a ae LAlae'* Like was the way you 
ate cme ia Gey @ LCT, Cee TE 
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trie’ to handle thet party." Undoubtedly, he was even then 
being a little polite. That party, a trial which 41@ not 
@atisafy a felt difficulty, stuck, irritated the crew, and 
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SSirneyw wrunatey Wide wrtdy seit 
Tt ts not one versus the other, when facts are available, 
any action taken should be based on facts ani tempered by 
beet judgement, But, in the fiela@ of personnel management 
‘there are few facts which are positive, all inclutive, snd 
@¥erlastingly up to date. A situation 1s often entirely 
fleW with no precedent. Or, it may be thet similar citue-_ 
‘tions have occureé before, but that no one ever recorded, 
Sollectes, or snelyzed the applieable data, When a situa- 
hon arises, one for which ther# are no positive facts, the 
pePeon ‘responsible for teking eorreetive action aay be able 
@ Wan back in on e887 @air ond arrive at the best possible 
elution, Yet, such a method offers no assurance thet he 

















@ipating « need for stepping up the enliatnent rate fue te 
& large group of enlistments expiring in the fall. A sarvey 
team was sent out at thet time to discover why the néw recruits 





ere enlisting. Such knowledge enables the adoption of re- 
ecrulting techniques appesling to the most effective uotives. 





‘One reason for selection of the cheok-list scheme is 
that it presents reasonably comm ehensive coverage, It is 
believed that a comprehensive orgsenization of the eateriaic 
of wotivation is needed more than another run-of-the-m1l1 
experiment concerning « emall phase or limited problem, at 
least for practical purposes. Piecemeal solution of the pro- 
Dlem consists of experiments with methods and probleme of 
motivation, Some results get lest in the many libraries, 
some parts of the field are always obeolescent and some 
perts of the field never get covered. At intervals a com 
prehensive summation is necessary, There is no assurance 
‘that the cheek-list will solve any of these ilis, but it 
‘tends to present the best information aveilable and to be 
es up to date as poesstble, 2 ssess—s—s 
GED Lr em he we )Pen Crete | - > apéa 
STATISTICS ee Sew: iise, Seeker) cued 7 La. 

ss Some of the persons whe have exemined the check-list 
have expressed a desire to see atetistical evaluations and 
results, ‘The oheck-list in its present form is not designed 
to permit the application of statistics. The first reason 


for not encouraging atatisties is the imividual queetions 
end suggestions sre important, mot an overall aecore. Se 
eondly, the problan is not set up as one of anelyring many 
people to learn the average motives, Rather it is set up 
in the check~-list ae an individual preblem in which the 
individual being sonsidered might be an exeeption to the 
rule. And thirdly, a statistical eolution probably sould 
tend to give an impression of greater «ceuracy coacerning 
the suggestions than would be warranted, 


SUMMARY OF PART ONE 

Tie thesis grew first from a felt need for an adai- 
tional, somewhat ebjeetive method of personnel edminintre- 
tion, particularly through the approach of motivation, te 
eond, from the belief that a useful orgenization cf @pli- 
eable knowledge concerning motivation wuld be a valuable 
eontribution toward the objective of increased human effi- 
elenecy, and third, from the idea that a useable plan for 
application in the United States Navy _ be a practical 
datelys which presents the check-list with a discussion of 
ite construction md use. 
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A PRACTICAL CHECK-LIST OF MOTIVATION TECHNIQUES 
FOR USE BY THE UNITED STATES NAVY 
Object: To aid officers in maintaining personnel in the highest state 
of efficiency, usefulness, enthusiasm for the service, and 
readiness for emergencies, 

This is an attempt to condense and organize a very broad field 
into a check-list of practical use. Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling useful items rather 
than to present something new. It might be used by an officer when one 
or more men are slack or negligent in their duties, He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program, He might ask a petty, officer who has 
just mishandled a leadership problem to uss the check—list, or the 
check-list might be used as ene assignment in a Navy leadership school, 

The scope of motivation in the Navy has been limited two 
ways in this check-list, namely: 

A. The broad problem of obtaining maximum efficiency from per- 
sonnel can be divided into five classifications, This check- 
list has been arranged to déal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

1. Planning work to avoid waste time, energy, and material, 

2e Organizing men into an effective tean, 


Se Controlling men by requiring specific behavior, 
4. Training men, or obtaining trained and able men. 
5 


. _Motivating individuals to exert most effective efforts. 
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B. This list has been limited to the consideration of personnel 
as individuals, It fits best the case of an officer who is 
evaluating the personnel situation within his unit by considera-- 
tion of each man individually, but this list, with a few modi- 
fications, would be helpful to an officer considering a large 
group as a whole, even the entire Navy. In the last event, 
it is necessary to determine accurately what the average man, 
or the majority thinks, believes, and desires, In the interes! 
of simplicity this list is pointed toward the individual appro’. 
Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
ae good or bad, Instead, they are intended to point out 
leadership areas where there might be room for improvement. Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference numbers, 

In order to aim this check-list specifically at an individual, 
indicate here in writing his name or the name of his job. 


Name or Job 





Answer all of the following questions, Check either (Yes), 
(7), or (No). You may rightly feel that you have insufficient in- 
formation to support a positive answer, In that case, check the §7). 


The information may be obtained by observing the man's actions, by 
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interviewing him, by questioning others who know him, or by asking 
him to fill out and answer a questionaire. The questions are 
arranged roughly in that order. The questions, in general, easiest 
to answer, or those a leader should know through observation of 
the man, are first. Those which might require interviews are 
second, The last questions are most difficult to answer, and for 


them, a questionaire might sometimes be advisable, 


Questions to Locate Areas Answer Reference to 
for Possible Improvement _ Yes) (2) (No Techniques 
Has he some outstanding skill or knowledge? (Yes) (?) (No) 3.4,9,11,14, 

15, 36, 39,40 
Is his name widelyknown aboard ship and (Yes) (?) (No) 1,3,4,5,9, 
in other ships or stations? 36,48 


Does he have several good friends among (Yes) (7) (No) 5,9,12,35 
the crew? 


Can he write home with pride about his job (Yes)(?)(No) 10,19,20,21, 


in the Navy? 24,36,42,48 
Does he feel that routines such as mainten=(Yes)(?)(No) 16,37,43,26, 
ance check-off lists are helpful? 28 
Does he feel capable of accomplishing the (Yes)(?)(No) 14,18,36,39, 
job? 40,41, 42,43, 
9, 
Is he eager to learn his job or to pursue (Yes)(?)(No) 14,15,16,17, 
his studies? 1,42, 44,46 
Is he effectively busy? (Yes) (7) (No) 16,17,18, 28, 
30,49, 52 , 38 
Do his officers know his problems and (Yes) (7) (No) 22,23,26,27, 
give help or consideration when possible? 30, 29,34, 39, 
50,51 


Has he made any special requests lately? (Yes) (?) (No) 23,24,25,30 


Does he generally accept suggestions in (Yes) (7?) (No) 18,31,45, 47. 
a spirit of willing cooperation? ; 52,55, 56, 57, 
58 


(3) 





Does he follow the group and conform 
to custom or the majority? 


Does he take opportunities to throw 
his weight around, to dominate others? 
Does he accept responsibility? 

Does he speak of the ship's crew and 
teams as "We"? 


Does he feel the job is good enough for 
him? 


Is he working well in order that he will 
be transferred to other duty? 


Does he feel his work is appreciated? 
Do his family and friends know his Navy 
reputation, if it is good? 


Is he proud to be identified as a member 
of the Navy? 


Does he know exactly what constitutes 
satisfactory performance in this job? 


Is he proud to be known as one of the crew 


of this ship? 


Does he feel that he is progressing toward 


some future goal or aim in life? 


Does he feel his time is well spent and 
not wasted? 


Does he consider his job of value to the 
Navy? 


Do his dependents, if any, have satisfac- 


tory living conditions? 


Is he reasonadly well-satisfied with his 
income? 


(4 ) 


(Yes) (?) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7?) (Wo) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


o6 


12, 31,33,35, 
45,47,52,56, 
57,32 


41,42,46,47, 
54 

23, 44,46, 47, 
50,52 


4,5,6,7,8, 
12,15 
11,13,14,19, 
31,33, 36,37. 
58 
17, 24, 25,50, 
52,56,57 


1,4,6, 10,20, 
21,39,48 


1,2,3,5,6,20, 
29 
1,2,6,7,8,16, 
27,48 

1, 26597,58 
1,5,6,7,8,13, 
15,27, 29,48 


15, 36,37, 38, 


41,4243 


10, 16, 17,21, 
24,36, 38,41. 
3 


17, 21,24, 36, 
43 
22,23, 24,27. 
48 


22,23, 24,27, 


Is his feeling of personal importance 
in the organization about correct? 


Does he believe that any existing un- 
desirable conditions are reasonably 
necessary? 


Does he believe that his requests are 
considered? . 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


Does he notice that in some ways the ship(Yes) (7) (No) 


Seems to be run left-handed or awkwardly? 


Does he know and comply with ship's 
orders? 


(Yes) (7) (No) 


Does he believe his leaders are doing all(Yes) (7) (No) 


they honestly can to help him as an ind 


idivual? 


Does he think his leaders "know the 
score”, or understand what really goes 
on and what should be done? 


Does he believe that the better breaks 
go to those who perform best? 


Does he believe that in each case the 
man promoted is the best man? 


Does he feel free to do as he pleases, 
within reasonable limits? 


Would he do as well if the threat of 
Naval discipline were removed? 


(5) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


ov 


58,4,11,13, 
14,21 


25, 34,43 


2022 28 
3 


44,46,54 
34,40,43,52, 
53 


27, 34, 39,43, 
28 


23,26, 30,32, 
39,49,50,51, 
53,58, 39 


23, 32, 37,39, 
54 
32,37, 39,54 


33, 35,45, 50, 
51,53 


28, 50,56,57 
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SECTION II 


SUGGESTED TECHNIQUES OF MOTIVATION 

The foregoing section was a list of questions designed to 
indicate sources of trouble or areas of possible improvement, 
If your answer to any of those questions was (No), it is suggested 
that you refer to those techniques indicated by numbers immediately 
following the (No). To do this, first check each technique below 
to which reference was made. You may happen to place several checks 
in front of some techniques, Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im 
portant than those checked only once. Select and try those which 
are applicable, not already in use, and which fall under your 


jurisdiction or authority. . 





Item Check Suggested Techniques 
No. Here of Motivation 
1. Prométe good press relations, Help to obtain a good 


reputation for the man, the ship, and the uniform 
by supplying news items to local papers, home 
town newspapers, the negro press, Our Navy, All 
Hands, and sometimes the Army and Navy Journal, 


Le Cooperate with local, social clubs, and organiz- 
ations, Help him to meet civilians, to make friends, 
Arrange ball games between the ship's team and 
local clubs, 


Se Develop a good nickname for him); one which will 
enhance his reputation. It will spread, A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fame of being 
a real fighting man, which he was, and he improved. 


4, Arrange a mutual admiration society. It will 
often happen that by their mutual compliments they 
will convince other people of their own excellence, 
and they may even convince themselves, This works 
especially well when both persons hold about equal 
rates, 

(6) 
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Give a ship's party of the type the men want, iis 
should be more than recreation for the mens It 
should help each one to make friends, It should give 
recognition to outstanding dancers, musicians, etc, 
It should help to satisfy friends and wives, potent 
factors, 


Give dignity and a personal touch, When you have ar- 
ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to mai invitations to 
the homes of those who should be invited, When a man 
Merits commendation a letter to his family, from his 
officer, will score a hit. 


Use an insignia for the ship or unit. Make it good, 
full of meaning, and simple enough to stencil, if 
possible, Use it on party programs, baseball shirts, 
or a battle flag. A good slogan may be used the same 
WAYe 


See that there are souvenirs of the unit available, 
These may be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets, Decalconanias, 

i,e., transfers, are quite cheap and very popular, 

as are book natches, 


Hach man, if at all possible, should be known as 
unique in some desirable way, He should be famous 
for something, whether it be &8° dest poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best gutiner. At least his officers 
should kmow his nane, 


Give him some blatently obvious compliment, honest 

of course, but obvious enough to be almost funny. 

An example is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leave, 
He laughs, but likes it. 


Ask his opinion on some important problem in the fielé 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation from 
him, however, do not do this so often it indicates 

your ignorance or inability to make a decision, Seek 
to extend the areas in which he can make decisions, 
faking orders us drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men. 


( 7) 
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Teach him the ways of men and how to get along with 
them, One good suggestion given tactfully might make 
him one of the boys instead of an outcast, This is 
difficult as it enters the fields of psychiatry and 
psychology, but sometimes it will be possible to 
effectively point out a major personality weakness. 
His family history might throw light on the problem, 


Respect his rate or status in the Navy. There is 
more to be gained from promoting his pride than fron 
breaking it. If he thinks he is good, let him show 
it. Give ample apportunity. Many bluejackets 
dislike going back to school because they are usually 
treated as recruits, 


Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each man in the job which most interests 
him, The ideal situation is usually impossible, but 
the closer it is approached, the more performance will 
improve. Consider his abilities in the same way. He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
chalienge. 


Allow him to branch out and specialize along a line 
which interests him. If he shows interest in any 
sport or activity, give him all the support possible 
to help hin form a tean or get the activity moving. 
He will be rightfully proud of accomplishment and the 
ship should benefit. 


Develops his interest in the subject or the job. 

Give an inspiring talk. Appeal to his imagination 
by vizualizations, magnification, inflation, stimu- 
lating case problems, questions, charts, pictures, 
and cartoons. Suprise and shock hin to gain atten- 
tion and interest. If there is a job that fits the 
man, first interest him in the job, then let him have 
that job. See that his leaders are enthusiastic, 
Interest is contagious, Make your own interest in- 
fectious,. , 


Persuade him to the task, Use R&lesmanship to ex- 


plain away his obdjeetions, to show facts, to give 
efammiles, and to show the advantages, the disadvantage: 
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the easy way, and the hard way. Give a pep talk, 
Acting ability is extremely valuable, Appeal to his 
sense of duty, fairness, or moral code; It will 
sometimes move him to greater action, but in general, 
this motivation is not strong enough to move him 

if he believes that by so doing he stands to lose in 
some way. Such a sacrifice would appeal to him only 
if he were assured of regaining the loss, and pos— 
sitly more, 


18. Get the majority of the crew moving on the desired 
project, It will probably gather momentum and attrac’ 
hin, He will probably join the stampede, 


19, Give every job in the ship a simple title which can 
be used with pride in a letter home, Every mother's 
son should be in charge of something. Ideally the 
job should be a pieasure and a reward in itself, 


206 Publish his results in a competition or task at which 
he excelled, Competition is usually valuable because 
it is a chance to prove ones worth, Individual con-~ 
p2tition is superior to group competition, and a sysic.:! 
of competition in which he attempts to beat a stand- 
ard or past record is better than a system in which 
one Man wins and the rest lose, better that is for 
notivating the individual nan, 


21s Give congratuations, praise, recognition, credit, anu 
conmendations whenever pussible, This has been 
Eroved to be more effective in general than noting 
cnly poor performance, reprinanding, blaning, and 
criticising, However, when praising is done excess- 
ively, it tends to lose effectiveness, Give more pr:.: 
than is due, but only when it is due, Reprimanding 
‘s, however, a uSeful art. One useful statement in 
seni~revroof is, "I want to commend you, Just give 
ne a chance,“ 


Ze. Show interest in the welvare of each man, fry to 
give nin what he feels is needed if it is conpatable 
with the needs of the sevice, See that he under- 
stands the needs or objectives of the Navy. 


250 Find out what he really wants, Many officers make nm": 
takes here, Often he camiot exyress his inner wants 
cr does not know them, Things ike aypreciation, rec: 
ognition, social acceptance, fairness, and religion 
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are sonetines hard to ask for, Some sailors do not 
Like to inquire about pronotion sr even ask for 
leave, but expect their officers to offer these when 
deserved, lLa&iness is a sygptom of insufficient 
motiviation, Find the trouble and rectify it. 
Blininate conflicts and develop useful rotives, It 
is gocd to schedule interviews each quarter in order 
to get every nan, At that tine, many routine things 
could aiso be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc. 


Rewards and prizes can be used to increase effective 
effort. Knowing what he wants will help you select 
prizes in the ‘coin of the realn! or things he wants. 
If he especially needs noney, help hin qualify for 
Special pay, However, extra liberty night mean nore 
to hin, A good example was a brass ash tray nade 
personally by the commanding officer with his sig- 
nature etched on it. The nen wanted that prize, 
Sometimes promise him what he desires as a reward, 
but_keep your word. Never promise anything you cannot 
faithfully deliver. 


Do hin a favor, but to obligate hin will often show 
adverse results, Most nen do not like to feel obli- 
gated to anyone, He night be very happy to do you 
afavor, It is better this way, as long as the 

favor does not obligate you as an officer, An oc- 
casional sacrifice, for tne good of the ship or the 
sexvice, usually heips to stimulate norale. <A man 
usually feels a little bit noble about doing such a 
thing as volunteering to teke the duty during a ship's 
pervye 


hiexe inspections carefully. Locate important troubles 
reise the ship's standards, and improve morale, Give 
praise where it is due, Criticize dust when it is a 
wees cla, not when it is a thirty ninutes acsumla- 
tica- De not waste two days preparing for Suturcay's 
inspecsion. Make then know they are there for a 
purpose, One example is the captain who would ask 
Mun where they had purchased the uniforms, He would 
compliment the good purchases, but he hunted for thosc« 
vno had been cheated in order to gn after the tailors, 
He thus took an interest in his usa. 
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Help hin in satisfying his needs by such means as 
obtaining financial credit in emergencies, arranging 
legal matters, writing requests for shore duty, and 
obtaining service benefits, 


Help hin to have ways and means for recreation, Healt.: 
is an important factor in his efficiency, but don't 
force physical health on him at the expense of mental 
health, or morale. The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 

to a great extent when ships were directed to send 
quotas for recreation, Recreating by the nunbers 

is not fun, 


Give personal attention, if only in the form of an 
interested attitude, to marriages, sickness in the 
fanily, new babies, and birthdays, It might be wise 
to send announcements of marriages or births in which 
ehief petty officers are concerned to the Arny and 
Navy Journal, It would be well to have the cook 
maintain an up to date file of the birth dates of all 
crew members in order to be ready with cakes, Don't 
show favoritism by giving cakes for some birthdays 
but not all. 


If nis attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can be lessened by further explanation of the 
facts, =xplanation of the enemy, explanation of the 
plan and policy, and by providing sone helpful 

device as a gun, or a helmet. Some factors reducing 
fear are confidence, morale, effective activity, 
social stinulation, humor, self-control, praying, and 
feeling lucky. 


Resist his system and his demands by agreenent with 
his arguments but not his assumptions, Attacking 
his logic attacks hin personally. Sometimes it is 
possible to accept his ideas but to add something to 
nullify then, 


Determine who are the natural leaders, those whom the 
mon follow in their informal social groups, If 
possible, these are the ones who should develop:: 

into the official leaders, This cecs not mean the 
loud chow-how boys who usua! i: °.u:.d the first day or 
two, 
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Give hin an opportunity to try leading officially. 

Let him sign a few more papers, Leading petty officers 
like to see also their own signatures on such as the 
damage control bills, 


Recognize his complaints, Grievances should have sore 
outlet. They are real to him, and you might as well 
accept them as a problem, Set up a procedure for 
locating and resolving his grievances. Come to an 
understanding. At least let him talk it out. An 
officer only fools himself when he says his door is 
open to ail grievances, Only a few walk in, Griev- 
ances should be settled as quickly as possible and 

as near the source as possible, Ideally, the man's 
imnediate superior should be able to settle the thing. 
The ain is to settle it to everyone's satisfaction, 
and that cannot be if the grievance is blocked by 
sone officer, The man with a grievance should be able 
to wait until a session when all grievances are in~ 
vited, or he should be able to put it on a simple 
request blank and take it to a request mast. After 
satisfying the individual it is desirable to remove 
the cause of sinilar complaints throughout the ship. 
Interviews with nen being discharged are helpful. 


Arrange to give hin an independent job for a change. 
In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual, 


Assign him some task of special importance at which 
he can succeed, or when starting hin on a new type 
talk, make it first an easy task at which he can 
succeed, Definite success increases interest, pride. 
and confidence, Fit a takk to the man, 


Set definite standards of performance, An accurate 
goal, usually in itself improves performance, It 
permits a sort of quality control, It enables a nore 
accurate measurement of performance as a basis of 
proficiency marks, or a competition, There should 

be understandable specifications telling when the takk 
is completed, what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever made, It must be a goal he can reasonably ex- 
pect to be able to agbain. Learning is much acceler- 
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ated when there is a recognized, immediate goal, 
Pilots learn safety precautions faster after a recent 
crash, 


Set a progressive or moving goal, one that lets hin 
know hour by hour, day by day, and year by year whether 
or not he is doing satisfactorily and improving. It 
may be his schedule for self-education, or for ad= 
vancenent in rating, or ea graph of work done vs, the 
date to measure his progress, 


Know your men, their achievements, interests, and 
abilities, Sometines items of family history will be 
important. Keep a notebook and records. of your nen. 
Jot down observations, good and bad, as they occurs 
Records will back up such things as proficiency marks, 
pronotions, rewards, and privilaédges, Your records 
will help to gain you a reputation for fairness, They 
will help to prevent wasting a man's tine by giving 
the same lecture several times, If you should desire 
that your juniors keep theihotebooks, it would be well 
to supply then with notebooks printed to facilitate 
the records, 


Give hin sufficient authority to carry out his orders, 
This may seem like an wnnecessary caution, yet it 
constitutes one of the greatest complaints offered 

by men who are supposed to get a job done. 


Help hin by giving guidance, -such a’ tho now popular 
carcer planning, Help hin get savings started if he 
so desires, Give him any help that he night reason- 
ably desire in performing the tasks you assign, Advise 
hin how to get information, <A word to the radar 
operator at the right time will simplify his problen, 


Help him to whieve success by developing his abilities 
and skills, Give general and specific training and 
education to increase both interests and abilities, 
Tests of interests, achievement, and knowledge, 

given apart from any formal course of study can, in 
themselves, increase interest, 


Give orientation in the local situation, indoctrination, 
in customs, rules, regulations, routine, policies, and 
objectives, Help him to see how the Navy's needs 
relate to his own needs, wants, and values, A ship's 
handbook is extremely valuable, It is usually more 
interesting than the ship's orders, better understood 
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more widely distributed, and much appreciated as a 
souvenier, He should have a simple organization 

chart to show where he fits in, He should have anothe 
chart to show his avenues of promotion, with qualif- 
ication references indicated, 


Teach a problem solving attitude, because a strict, 
bookkeeper mind will not see an exception to the 
rude when it is necessary, Teach a "can do" atti- 
tude, It is possible to develope a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything’? 


Hold an informal conference to plan the project if 
practicable, If the participants can hold a complete 
discussion seeing all sides and find a mutual decis- 
ion they will have a better understanding and a better 
apifit df cooperation: Participation gives a man 

more satisfaction than following orders. As one 
opportunity, it is now required that the ship's welfare 
fund be spent through such discussion groups, composed 
of both officers and men, and subject to the.cormanding 
officers approval. Conferences are excellent for 
training and indoctrinating, 


Help him by supplying a nethod to do the: job. This 
nay be conventional education and training, or it may 
be nore specific methods, Supply a better filing 
system, a findex,or notebooks Teach him to carry a 
notebook and to jot down ideas as they occur, fn 
order that they may be saved and used, Supply a 
trick to aid the memory, such as a rhyming scheme. 
Give hin a better machine or equipment, 


Habits and customs cause behavior to follow a pattern. 
You can turn them to your advantage or kidl then, 

Add new ones or change the old, Training should ain 
to build up good habits. Steering becomes a habit 

as does swearing or handling battle telephones, If 
the helmsman occasionally uses left rufider instead of 
right, it night be a lack of understanding, or it mig 
be a bad habit, ee&. misreading the compass. The 
customs that guide him are his own, not ones you 

try to impress on him. He must be convinced, 
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Give credit and recognition especially for new 
ideas, They are of value to the Navy and they give 
him a strong sense of achievement, Whether you get 
the ideas through a suggestion box or a casual con- 
versation, appreciate them. Help him prepare then, 
submit them to the Navy, paptent them, publish then, 
profit from then, or put them into use. See that 
the enlisted man gets all possible credit. Sugges- 
tions like grievances, must have an outlet. 


He needs activity. He tends more to be happy and 
Satisfied when busy. The activity is of greater 
value both to production and morale when it is useful 
activity, when he participates in the planning, when 
he understands, etc. This suggests closer attention 
to recreational facilities and education. 


Help hin by making decisions which he can count on, 

He may dislike delaying his plans because of his offi- 
certs inability to decide, Ee needs a sense of 
security in handling his personnel affairs. 


Keep him informed as much as possible, The morning 
orders provide a good method as do bulletin boards, 
ship's papers, and morning quarters, Tell hin, if 
at all possible, that the ship will be in New York 
City for the Fourth of July. His wife's parents may 
live there, Facts are the best means of combating 
rumors, Never repeat a runor, 


Require specific behavior by setting up rules, regu- 
lations, standard procecures, routine reports, res- 
ponsibility, and an organization for checking, in- 
specting, and enforcing, This method is advisable 
to a linited extent. It includes no effort to get 
the maxinunm, willing effort from each bluejacket,. 


Check your orders to remove any unnecessary, ex~ 
cessively strict or harsh provisions, Orders are 
worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, understandable, and reasonable. In general, 
control by too many orders does not elicit the will~ 
ing cooperation and high morale of more flexible 
methods, 
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Organize his job well in order that he may work with- 
out wasting time waiting for others, and so that he 
may fit into the team effectively. A time and 
motion study might improve a gun crew or an engine 
room force, A process chart showing the actions of 
each man during each evolution or situation would 
help a crew to operate with a minimum number of men, 
A job analysis might show that he is overloaded with 
work, that he is responsible for more than his share, 
A flow of work analysis and organization analysis 
could show procedure bottle necks, 


A nuisance Bight be supplied which would so annoy 

hin when performance is not up to standard that he 
would come around and get in line, It might consist 
of excesSive questioning, fewer priviledges, or 

dirty jobs. This works, but is detrimental to morale. 
There are better ways, 


Use masts, courtsmartials, convictions, -and punish= - 
ments to enforce obedience and compliance only when 
necessary. Warnings and threats of discipline are 
undesirable in general, Threats are resented, 


Physical force may work sometimes to keep a man in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy. 


Use these techniques with an eye to the objective, 

For example, a petty officer may have excessive pride 
in his own personality or skill and he may only 

blame others for inefficiencies in his department 

or gang. In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given for 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
"Four Horsemen" of football were given a new perspec= 
tive in one important game, They were on the losing 
end until the first string line was put in. 
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There are three mein features to the check-list; 

1. Section I -- a list of questions to be anewered by the 
user, and designed to accomplish the following: 

a Stimulate careful consideration of the men eet 
lately under his jurt sdiction, 

db. Cause his thinking to be more ob Jeotive. 

a, Provide an evalumtion of the personnel situstion 

os situation as regards aptsva tien, 


De . Bection Si — a List of motivation eyeing, designed 
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Promote completeness by presenting as ‘far as possible 
we all of the useful sotivation techniques. Cun 


Proaote brevity by short statements end a sininus 
of duplication, without reduoing everything wa 
 pdeattele af G6 usechthe wade 
ee Promote understanding by arranging faots logically 
and with regularity. 
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problems besetting Navy officers as regarés the motivation 
of men, It would be preeumptiovse to Claim fins] and complete 
coverage of such a bounfilese subjeet, which includes many — 
phases of leadership and morsle, But, if a lerge percent age 
of the problems, supposedly within the @efined field of moti- 
extent of the check-list, it 4s not worthy to be clatced © 
as an instrument ef soientific, personnel adminietration 
or training. The check-list questions are a balance between 
Completeness, brevity, end appeal. 
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_ lists presenting man's bacie needs or drives, Wany of those 
basic needs are of little practical use in the United States 
Navy, ©. g. the sex drive, or the need to urinate. The fin- 
anclial and non-finanelal claesifleations usually used by the 
personnel experts of U. 5. industry, serve no useful purpose 
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(Oxford University Presse, 














oO 
Murray presented eee of ‘Desic, Puan needs; 
Webster Robinson, FPundame su & Gi 
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interest, appreciations recognition, 
good will, 2. SemieMaterial, inol wing placement, 
——? oondi tions, end advance- 
monte Hater ial; D. E. Pons and. Hi, G. Ross, (eds.), 
| ( A Series 
af lectures del: University, Montreal, 
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Classified them as 1. Financial incentives, 2. Hon — 
Financial Incentives eonsisting of a. Interest Noti- 
vation, b. Social Motivation, and c. Motivation by 
Promotion and Transfer; Many publieations classify 


Incentives, oF i. 
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Tae following classifieation is the one developed 
and used to organize the check-liet techniques of motile 
vation: 
. 1. S9¢24) Asceptanse - This 19 interpreted to include 
the needs or desires for reoognition, participation 
.... 4m the group, vbelongingness and security in the 
Group. love and affection. —_ 
2 Zersonel, Interests and Attitudes - This incluies 
 @&titules of interest, danger, safety, autonony, 


pots ag,ression, dominance, abasement, boredom, and ~ 
ere., orderliness, ~~ 

=< atari) ond. Zenaibie Revarte.- thie Anci vies 

_  Walues desired such as money, better foods, com 
. , . forte and leaves, Sve! Loma 


 % Agbdevament - This includes any form of accomplish- 
ment, success, or progress. 


4 $+ Apgdetance - This includes eny form of help a 
i. ‘Leader ean give to his men. When needed by the wae 
“peng 2t ts & Day factor affecting their sorele, 
disciplines loyalty, scoparation, snd ananue 
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in the list in the eame order as the shove classification. 
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However, if the divisions in the list of techniques were 
made completely separate, in aeeordance with the elassifi- 
cation, some of the techniques wo ula appear under several | 
of the headings. Therefore, the divisionsare omitted anc 
the claceifiestion subtly serves to provide legical 
wation or progression from one technique te the 
- -«- The motivation techniques heve been collected by ox 
tensive reading literature in the fields of motivations — 
eto.» by consideration of the opinions of Naval cfficers, 
peychologistss and other persons of oxcerience in persone 
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The majority of books concerning military lemlerahnip 
consist of miscellaneous sections or peragraphe presenting 
platituies, citing cases, quoting famous leaders, presenting 
various ‘eruxes® of leadership, and bandying about pewerful 
words such 2s discipline, loyalty, morale, duty, and train- 
ing. The Navy is more speelfic than most leadership books 
in that it euggeste a problem-solving method ond later pre- 


sents a list of grouped, leaderahip techniques, but there 
ig mo cirect linkage between the problem-solving method, 
or —— finding sug gestions, end the recomaenied tech- 
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A comparison of one group of leadership techniques 
Sualipies sgainst the related motivation seen ee 
the cheek-list villi show that the check-list is more == 
apecific, ‘The reference numbers to the right of each — 
leadership technique bebw refer to the motivation tech- 
niques in the check-list. 
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. @e The leader only gives praise wien praise is due, — 
fle aoes not flatter. -21,48- ms. ~Tereste SET aD 
-. + & The leader is always avellable to his men -34- | 
_.  @- The leader is interested in the promotion ef his 
men, He enooursges thes to prepere for advancesent. -lis 
MgBRetheS4e Qe 4 Hw ee me 
» +e The Leader sees to it that he is the first person 
fo. whom a enn might turn in case of trouble. -27254 

& The leader has respect for the feelings of men of — 
aii ranks, -1 througolle 152 Me ie 
man's Cause, even though he might disagree with him, <22,25- 
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7. Tne leader is interested in the wan's querters and — 
WOSB, ~2i5 25, 26= | 

@. The leader stulies his sen, There are uany little 
things that tell him about hie men -- the pictures they put 
en the bulkhead, their friends, the medals they might be 
wearing, ete, -- The questions in Section Is 39 - - rate 





The ecanection betwem the questions and the answers is 
made by placing numbers after each question, which numbers. 
to be used if the anawer to the question wder consideration | 
is (io). The anawex, (No) does not necessarily indicate a 
bad situation. It 10 only significant to the extent that | 
eharacteristics are pointed out which can either be im 
proved or which can be used to the benefit of the san and . 
the Navy, 6 *h ert ae weuwa id 

Each question refers to several motivation techniques, 
and each aotivation technique is referred to by one or more 
questions, This multiple cross reference permits removal 
ef all Guplication. Any leadership book which discusses 
seperately loyalty, morale, duty, diseipline, etc., must — 


cuplieate, to sone extent the dlanentons of war ni woah 
of deed qping.eseh of those attrivutes. Also this eters 














mekes it unnecessary to discuss definitions of morale, loyalty, 
eto, Theee terms overlap, but in the Gheek-list it is af 

no pertiouler consequmoe, Every motivation technique can | 
be referred to wiiech in any way touches on the factor under 
eonsideration, be it loyalty, morale, interest, or ability. 
fhe systes of the cheok-list is flexible in that it suczests 
varied techniques rather then searching mechanically for 
* the best remedy, It 19 flexible in that improvements can 

be mde by edding or changing questions, techniques, or 
erese references. ventually, it might be deeiratle to in- 
Gluéce all leadership facters in this list. As aore of the 
subject is learned, a factorial analysis might become practi= 
eable, which might produce mathematical weighting factors _ 
f0P comparison of various techniques, tut at present, until 
more is know of the factors of sotivation or of leadership, 
fRexidility ie desirable, Refinenmt of the inetrument may 
come aa experience and experiments acoululate. wy om 
<- ‘The statement is wade in the che@k-list, immediately 
shead of the suggested techniques of motivation, that “Those 
techniques checked several tines tend to be mere important 
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than those a@woked only once.® The statement is true, bee 
Cause ceveral checks in front of a given techniques indieate 
that it is probably epplicable to sevaral types of problems. 
And if other things are equal, the technique which ie iikely 
to aii several problems is a better first choice tian the 
technique which is am licable to only one of the same pre 
blens. The number of checks and the importance of a given 
tenednicue are qugreuhax tate direst y propor ti onal — each 
other. However, the relationship ia net accurate for several 
reasons. Though all the questions ere different, some pro- 
blena are touched on by several questions. And though the 


ert: 

techniques sre all e5k fasene some are mturally acre important 
rain - 

- more angry cure-alle then ie fo minimize this lest 


effect, those references wore renoved which vere the Least 

eetns ‘ppating denies watch pwe referee 0 iv 
~— - =a Now only six of the fifty-eight techniques 

are referred to ‘by more than 61x questions, and only tro 


are referred to by loss than three questions. 
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CHAPTER VI = —_ s 
-«xEVIDWICE SUBSTANTIATING (HE MOTIVATION TECHNIQUES ~~“ 
Almost all the experiences or experiments whieh oan 
the chorea a Uvidente iubbtieiiiting 2A vel Senna” 
WAll sls0 tena to substantiate other techniques, The opine 
lone of varlow writers also overlap. It would ve tmprac 
Pods te'repent evidence dah tiie St applies. Also at 
‘would nad ‘much bulk tf the ‘weverdi vbricluslons of Vartow’” 
‘emperinents ware separated, tn this chapter, there is pre 
emtod conaiderabls evidence conforming in general to the 
(Ged of the Gio G-1ict) ‘und dadking wp the generar payee 
“Giolegy in the Gheek-1ist.” ana =e, Aas 
wh tnd ribet he val tétnaiques 

















and for his officers. This does net voll aown to praise, or 
newspaper recognition, or any other one statement, rid mutter 
how broad, It i@ a matter of hutien relations, “= ~~ ~ 
 Beme officers object to the mi¢kname technique of ttea 
#3, but 1t worke if Handled right, A true example te given 
im the check-list. If « reputable nickname will spread far- 
ther and be better known than hie given name, 1t will wually 
be appesling to the man. Whether on officer will we the 
niekname to start it or sugest it subtly to others fepenas 
upon the offieer and his e#ituation, = © 

‘The “Wutual Admiration @oclety", ten #4, wrke, ‘Two 
destroyer eaptains arranged to compliment each other often, 
ewpecislly in the presence of the division commander. ‘The | 
reputetion spread from the @iviston commander, and from the 
erew senbers who overheard the compliments. 
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us Sam ia Senda 20 ane Ganeeendan Ga aren 
and one which should be incluied here. This introduces us 
to the subject of human relations. 





The experiments at the Hawthorne Plant of the Western 
Electric Company deserve careful consideration. The de- 
taile sre teo complex to deseribe here, but the conelusions 
are pertinent, to the subject of human relations, It was 
found that in eaeh group of employees there yas & soctel 
organizations a banding together, to protect against prae- 
tices they interpreted as a senace to their welfare, This 
social orgenization manifested itself in: 

1. "Straight line“ output. 

2. Resentamt sgainst wage incentive systen, (whieh re 
_ —-s Sentment was sufficient te nullify the inoentive.) 
 & Expresalons whieh implied the group, plece-work, 
ss Wage inoentive plan was not functioning satisfactor 
hy (as desired by management.) 2” 
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These were very comprehensive, experinm tal eee 
ducted as far as possible in the real life, : 
“BESS CASE Rese 
"tive womens 3, 3, Observation of the work behavior in 


department, and 4. A study of the work behavior 
ef fourteen wom ote operators in a controlled shop. ‘See 











4. informal practices by which recaleitrant meabers 
(i.e. rate killers) eould be chastised mé brought 
into line, 

6. Preoccupations of futility with regard to promotions. 

7. ixteme likes or dislikes toward immediate super= 
Visors, depending on the attitude of the latter 
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Rothlisberger found that > group though tenced, 
to some extent, to dominate things. This has implications 
4n_the uss of all motivation techniques. There existed at 

yam i tions not defined or represented 
ey mm wa 
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to work out 

The 2etual erganization wae found to break down es 

follows: | pas 

1. ‘that organization which was theoreticel, the blue . 
print plan. _— 

£. The social organization or the actual human situa- 
tLon. 

3. The informal (social) organization, or those aspects 
net conforming to the technical representation but 
which exist,informal leaders, grouping, ete, (See 
technique #52 in the Check-List). iy 


Sones oe ee al 


Sevonmoists teassiver to changon wien they aha not 
eS ee See 

































initiate, oem) <6 om ee 
fount wrone to concieve of auch behavior oa the 
—ayaeyoes as being a symp o smbeaion eats 
¥ on 40,000 compl cinta Aone were. fos nd, to Seat pam 
in general. .Aleo it was found erroneous to 
cious us ual ——s of faulty , a ais- 
management, restriction of output, eto, 
really pointed to a neglect of the sais Monae Eon 
volved, the informal organization, and the human re- 
lationshipas. 








hoethlisberger conelwied that s supervisor had diffi- 
cult decleons between two alternatives. 
lL. To aide with his subordinates: 
This tended to make the job of hendling subordinates 
easier, but wade relations with supervisore more 


insecure. 
= 2 To oid¢ with manageamn t: 
_ This tended to cause his to lose sympathetic cone 
-" trol of his men and therefore, to sake hia duties 
” more @iffteult. 
aT? .. 





Some of the motivation techniques, especially number 13, 
34; ade 65 axe vesful because they tend to prove or show that 
Geice tetwocn the two alternatives is not the only solu 
a = Adatral " HK. Woodward presented some es 

founa to vor k in taduewy by the Navy's Indus trial Incentive 
Msisden: (nuthers feriewing the incentives indicate related 


dehbd case in the eheck-list). ; 
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1. a Uy Glare are of Se ow eee Se 
job. #43 ~ 7 ) —— 
= - Keep the war in front of employees constantly. 045 





ee ' 7 
Cea ee. oe 
v/ . ae Sh Ae ame 9% 


e 7 4 
of 





8 


5. Use war bonds to fight absenteeian. (24 —ae 
4 Show where your product Fits into whe war practice. #45 
~~» Se Give resognition for Pern ~ (#21548 _ 
ates 6. ketablish produstion goal —ve- = 
owl «es set cee Ge cow eee be gene 
~~ hae wan. credit hinself 9) ES a ee 
comrades than strangers or alone.* He carea vhat his frienda 
think about hig. Of course, individuals differ in the re- 
Putations they want, but they all want some sort of a repu~ 
tation, some degree of recognition, feme, honor, respect, 
love, ete, Anything thet will tend to keep s man's repute 
SP A 4 qabholuieg Level shee tgp ye ede. 4s @ cm 
ample, one industrial concern increased performanes of the — 
supervisors by allowing them to sign their own name to orders. 
A pet cftiger likes ta see his om signature as ane of 
those on the ship's dwuage control tills, Spread a nants 
Same ont you give hin fame. This relates gain to the firet 
eleven techniques and to ds 19, atta ad 
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for getting men to follew, especially in the we of erowa 
psychology. The check-list deals essentially with one in- 
dividual, but certainly one technique consists in getting 
hin to join a crowd. It is useful when he can be mde to 
feel a part of the crowd and when the crowd ean be persuaded 
ne SOs OS AA a a 
ete, This paragraph refers to techniques # 18 ana 17, 
~~ Lewisohn has sai@ that hua relationdips are easen- 
‘tdally emotional relationships. He claimed the following 
‘t be the elements of satisfactory relations: | 

1. Satisfying the desires of employees within the 
Qamite of productive efficiency. #25027 tt 
' 28 dJusatiee in daily relationships. #£26)37,30, 40950, 53. 
& Satisfaction of desires for opportunity. £15,335. _ 
_ # & mutual underatanding. #45.46,  § © 
 §, Prewention of grievances. #354 
iii tnate undated timid 
motivation techniques indicated by numbers after the above 
Atens. L283 eels, af 

One of the chief nameathal waded tarde” Wide |. 
Gollabtoration, iis methods ave largely verbsly talking 

a... : | + Lg — _ os ely Bie 
A KM, Mee ee : 


fluencing Human Behavior throu 
9/ 3. A. Lewishohm, “iluman Relations in Industry", 
Egnagenent 
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> Genpany, Ros temp Pe 
(April-May~Jume, 1940), Vol. 5, No. "te SEE ne. 





and = Words are potent instruments of social 
control. George Dartnell tells of several inatances when 
god leadership has been largely verbal sleemanship. The 
ledder had the sales attitude of ig to beat his quota 
snd sold the same idee to his men. He sold the a belief 
in the importance of their jobs. Salesmanship, Dartnell saya, 
is preferable to the use of authority, “Authority 1@ like — 
si@hey in the bank. The less you spend the more you have. 
Motivation techniques # 16,17, 43, 44, and 82 are in general 
agbeement with the ideas presented in this paragraph, ~ = 
\) > Recognition of each man's abilities is strease4 by all 
Leadership books as 2 good technique for satisfying cath wan, 
improving his morale, and securing his cooperation, This 
a@teristic, A man's name is his moet distinguishing char se- 
teristic, Learning « can's name and em | 





























Praise 1s superior to repfoof. in devd oping motivation 
toward leerning. The majority of evidence m Stant lating 













this comes from experiments with children, However, al=- 
most all military writers eake the ste that presse. 
is to be used more often tha r After surveying | 





the available psychological evidence Young speaks more cau- 
‘lously and states that Hurlook's eonclusion favoring praise 
eertain qualifications be regarded as we verve ly 78 be >. 
Me recognizes that both praise rt compas oer - 
Andividual upon some course of action. In Line with these 
@onclusions are techniques #1+ 4) 9 11, 20» 2s 36s 489. and 
68. aa _ es ™=—'. «3% guns ari 
.* man's morale and hae o.jun rant, ‘9, $be Ael ROMER 
Great deal to do with his individual motivational pattern. 
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This has been the observation of the auther and evidence may 
ve inferred from a paresllel situetion, A etuly was mde at 
bertmouth College in an ettempt to relate visual defects to 
anan’s gotivational pattern. ‘The study consisted of 124 - 
Case stulies, with no control groups, Gne result was etated 
asd follows: “The final conclusion of this study is that, 
dn this poptletion at the time 15 was stuiied, the partieular 
Motivational pattern of the individual is the principal — 
factor thet detearsines the nature of the individual's adjust- 
@ent to his visual defects, or their correction." The _ 
‘student wuld make a report of the severity of the eye symp- 
tome more closely allied to his motivational pattern that 
‘@ the actual degree of the vigual defect. If greatly moti- 
‘Wabted to complete sehool and proceeding successfully, he would. 
‘tend to minimize the defects ani to agcept correction, A 
wan having trouble end less motivated to finish would tend 
to find an excuse in exagserating his symptoms and to re- 
‘@ist correction. The inference is that a man's ¢¢justamt 
te the Nevy depends to © greet extert.ot his desire to get 
slong, to serve, ete.» that a Ravel leaier would do well to 
moet etsy at te 


yg nny a 
ee ee 


Me z Inna, wae, ¥. hoses Hottvation 
(Dartmouth College P 


a De S25 and passin, 
















24 


and to adjust those wants if they clash with the vest dae , 
terests of the Navy. Especiaily, techniques # 16, 22, 25) 
Sl, 54, 36, 43, and 46. | awe 
"Pennington States that “wnile the Soldiér may be trained 
@idliy wie a systea of reverds and competitive practices, 
@ ¥¥i11 more sound procedure 1s to instruct trainees in such 
d Way that the pleasure received from mastery is the reward. 
This latter procedure is édllea “intrinsie wotivation®, while 
the’ former is eslled dneetniihis notaw/ a Gely Laall cee 
tht Often the intrineic factors or motivation are the more 
Ga: bo et im ee > Yet. Pe 
~ Ceca Weyel makes muth of the inpor'tanee of & aan’s in 
térest For his job. Me attenpte to graph the steps or means 
OF Aeveloping job enthusinem. Nie important factors inal wie 
duigh’ as “the cil must gé thowh attitude", *the ‘we! atti- 
tile", “spontaneous ai belpiine’, ond "employees snfling and 
cheerful", Heyel breeks down the above divisions and arrives 
s¥'stepe all of 
plan, much less specific tha the check-list, ains at enhancing 
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social acceptance, intra: using the warmth of human bing s 


The 
fact that inereased motivation for a task can be secured by 






recognizing individuals, and keeping the men info 


developing an interest in the tesk aesems almost too obvious 
for inclusion, but the atatemmt is made often by writers. 
Techniques #3, 42 lle 15» 15, 165 17, Gl, 45, 45, and 48 in- 
Glude efforts at developing interest in mastery of the job. 
It is pocsible te phace a man in a job which already 
Anterests him, or it 1s passible to inta@est him in the 
job to which he is to be assigned. Certainly putting the 
right wan in the right job is a fine ideal. It acsumes that 
men have aptitudes, personality traits, and interests vhich 
will sid them to succeed at some jobs more than at others, 
And the assumption ia quite well established as fuet by 
many experiments correlating aptitude tests, poremnal sy 
tests, and interest testa against suecess on the job. The 
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Ge ter can wuting cues of the ew Saeed Cisslil 
lee Fe tle Oe & fliers as Dee 
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Pee 2 fe per et ly leet et eee oe 
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Opts ot ee pee of ems in 
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The selective assignaet of personnel to eporopriate duties 
has a close relationship to morale. ‘ork results improve 
because of the better placesmt anid al so because of the bet-~ 
ter morale. Particularly pertinent to the eabeve are che ck- 
List techniques # 14, 15, 35, 35, and ML 

_ im an amalysis of 45,000 cases the Navy compared fre- 
queney of fsilxus in sedaool mong these enlisted sen who 
were above the cutting score of the Navy Gengral Classifi- 
cation Test, against the frequency cf failures among those 
mlisted men who did not meet the qutting score, The pro 
pertion of failures repa@ted by instructors ae beim the 
result of lack of interest or lack of application was four 
times greater for those men below the cutting score. This 
tended to prove again thet placencat. of men in jobs for which 
they 4id not have ap was not conducive to gocd motile 
vation for the 
- We eften assign dull jobe ani then expect the men to 
may be reassigned to fit the man. At other tims, it is 


22/ B.-L. Munson, The Mepecmnent of Men (Hoary Holt & Coss 
New York, 1921)5 p. | ) ae 
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neceasary to change the men's interests. There is one 
method wiieh has been tried successfully many times in in- 
dustry and in educational situations, but whieh at first 
glance seeas a little out of phace in the Navy. lMowevers 
its scceptmnece is becoming so wide in industry that Naval _ 
officers should give it careful consideration. The sug- 
gestion ie that managenmt should give the worker o 
tunity to participate in certain amageent functic 
Davis teaches somewhat the sane thing ae hie principle of 
participation, Aman is better satisfied and cooperates 
to a greater extent if he ean take an important part, and 
Lf agroewents on plans ore mtually achieved, as oan be 
06 Les wel) bandied | oe 
- Some writers gay that super vision must be democratic. 
However, if that be 80, Vk viele th SERALANAA SP "biel Ah, 
oul waht te spp lied in such & manner in the Navy thet they — 
WALI hola up made the strain of battle. As far as Gan be’ 
known, consensus decisions, arrived at in conferences be 
tween officers and mon in & military unit Gen sueseseruly 
be extent oa only - "fringe aetivities", or those activities 
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2G/ i. B. Eisler, “Soeiel Theory Involved in Supervision", 


(March, 1944), Vol. 205 = 5» PPe 500-303. 
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aside from the Bain Jobe of the organization, These wild 
include such things es welfare end reereation. there hes 
been no Army or Navy which operated suecessfully chat cal owed 
@ system of @ivided authority. The following quot ation - 
a Useful example. It concerns the surprising tefeat of the 
French Aray in 1940, 

~ ‘ay 22nd, 1940, Still no Freneh counter-attack te 
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a The proeediure to govern use of recreation funis of the 
Wavy was set forth in a letter by the Secretary of the Mavy, 
46-1071, dated 17 Mays 1945, It dir eots the formation of a 
Recreation Council composed of not lesa than three commis=.- 
:——s officers and an Enlisted Heereation Committes, Its 
provisions Leave the decisions of the commanding of ficer 
final, in | thet he ean approves 

permnlated wr te Cowal and Comit ton, 4 en, i nn 
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Well handled conferences can be extremely useful for 
training and edwational purposes, Msny Baval officers — 
have had success with round table type di1scussione 8% lunch 
Cup ote chteations, Foe atwetegee dae "9 fee 
fowmal discussions are manifol¢. Firat, if the prtiel= 1) 
pente can arrive at a decision, having discussed all eiies 
@f the exse, they will be much more strongly motivated to- 
ward cooperating ani becking the plan then they would if 
the ome plen had been issued as an order or directive, 
Beoonds by di seussion all hands gain a better understanding 
ef the problea snd poliey. And third, the senior offieer 
Gteqsrans schigultiags Ai sfieul Seay, pod Epmifjections Mp, 
Might heve missed. Technique #45 in the check-list sug- 
eats liaited application of the principles of participation 
se ee ee ee ee 
es, Ata dn he Wend dvenaie oF Je Ree ws pad 
gheck-list that he select 
cers to the best adventage. It is beyond the scope of this 
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limived extent. It is known that the lead@dership abilities 
of & man can be developed by tralning, There is also evi- 
denes to support the belief thet mush improvement eould be 
NS aS Se, 
eently presented a good, up to date survey of the eit wmtion, 
Though emy studies of sorts have been made, it is not yet 
known whet the attributes of the best leaders ares nor is it 
known how to measure accurately the suecess of a leader. 

wA1l tend t be the best Beaders, but the real correla 

tion of the solection with ultimate success is not known, 











they must be handled by experts. At the present tims, petty 
officers are selectei and advanced under the provisions of 
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Warrants, 

Intereating experiments have been run to test methods 
of aclecting leaders in whieh the opinions of the rank and 
file, or others, on the @sme level es the nen te be promotea, 
are considered, When this information 13 collected selénti- 
fleally ana is used to obtain the best possible utilization 
of pereons it is eslled » soclometrie tectmicus. It ta 
Generally agreed that the assoelates of a mn, thoes of  ~ 
he same renk or reting, ueusliy know wore about the aan 
that his superior officers. ‘The teshnicue ean also help. 
arrange grouping of parsons so thet the personalities 
Or''the Leader ant the 1ea @o not olash. Therefore) the 














frunaiea sctenti Wavy officers might well give 
Pe St teen tery tee Sree wie, 468 Go 
| meee enenncopeenr eu UeRRNatretaeiae beta? 
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more Goncideration to sedlection of leaders acceptenie to 
tue a@n concerned or to trenefering men to different ago- 
tions t% get hacpler arrangements. Some person considered 
wunfit eo leaders or vorkers in reletion te certain persone 
@re considered” satisfactory in relation te other crows, 
Bex technique $52. ~?  TattSese eat Gee Oe 

_ . Bowever, there is no proof thet en ermy or navy ean 

be successful in selecting leaders by popular choice, After 
the Kupaian Revolution in 1017, Kerensky trie® to develop 
@ Q@emccratic, citizen argy for the new Russie, Officers 
pling ens respect," the same as officers were elected in the 
Militia during the Americam Kevolution. Sut the new Mussian 
eers were searchad out, many taken from prison, ané put — 
beck in verious cotmends ef the Ked Army, Of course, they 

















Qht foske attempted the sase thing in Germany after their 
@rgls of Spetn in 19 
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and humen relationshipa is suc ested. 

Taree seperate leadership studies were performed by 
Che Army Air Forees aviation Paycholocy Program. In eech 
@ase, they wicovered almost the sare eutegories Of action 
supposedly desired in successful A.A.F., beaders. There 
@enerol catagories were: 1. Initiative and interest in- 
militerg dvtdes; 2&2. Proficiency md kill in the flying 
@uty; 3. Bisregard for personel welfare; 4, Proficlenay 
istics; ana 6. Interest in nan-flying onted” ewes the 
statement of Jenking holds true, that "Advances in ae thot- 
ology in this fields i.¢., selection of leaters, are de- 
finetely not striking.* ‘he traits of lseafership remain 
aa / = = kt Get «pa 8 AI 
‘Various lista of the so called principles of leatear= 
Ship hold cluee aa to possible motivation teehnicwe, The 
folbowing items, odlled cardinal principles of leadership — 
miques 4s indicated by reference numerst 
we Be Know youmen #22, 2, 300. 5 
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u “YS. 6.) 1946) Preliminary edition, p. 182. 
38/ Jenkins, op, cit.s p. 75. 
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2. Set the example a 

5. Care for your men, #27) 20) G4y M.S Om 
4. Keep the men informed, #435 51,005 = 
ee ee a 

6. Stimulete initistive and self respect. #l-1ll, 13-17, | 
Che 1BRRh » Op O6p 44.  - - > © 2 ore ™ [Oe ere ie 

7 Reward the men for jobs well done, #24 48. | 

By Eetabliah and saintain military diseipline and 


7) eourtesy, #47, 52,5 Ce" -eeti name We eee 
9. Serve vunselfishl eA rar, 2h de elo Piet ceed See 


hay ow) wet um @ 2 @eerrrscomee ores @ 

_ «Some of those principles are useful here. Sterting 

with principles #1 and #5, it may be noted that alaost all 
‘books concerning leatership stress taking an active interest 
im the welfare of subordinates. PF. &, Alexander says, for 
exeeple, that morale consists in the satisfaction whieh the 
worker gets out of feeling that management has an interest 
an his welfare, amd thet both managenent end the worker are 
eonserned with each other's welfare en’ work together in 
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collaborated effart. *%e 
The AAF leadership studies yielded interesting resulta 
in the area of conaic eration for the men's welfare. Two 
humired and twelve flying officers recently returned from. 
combat were asked to describe sueceseful, sotud s 
leaders, The desorintive etatesmmt« were malyzed and classi- 
fied into categories, thirty-two factors of leaderchip. — 
Kany of the categories deal with the ae 
leader, whieh is somewhat beyond the scope of the present 
eheck-list. Sowe of the factors were mentioned toc seldom 
t@ constitute proof. However, it is significant that the 
oategory mm tioned most often or in forty-seven percent of 
all descriptive statements, consisted of the following: 
Went to bat for mente safety, comfort, food, ete, Under- 
stood problems of rest of men, @.€.s promotions, transfers, 
far behind, mentioned in only twenty-nine pereent of o1l— 
statements. A second study obtained from flying officers _ 
@eacriptions of unsuccessful leaders, The most frequent factor, 
—— eee “lack of 
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econéideration of men's veltaret fending to justify this) 
treatemt of wm officer's consideration for his men’s wrele 
fare as 2 motivation technique is Young's statements that 
whatever catisfied « person's needs tends to release tension, 
bring success anc adjustment, and to /- 
_. However, some caution 1s neeessary in looking out for _ 
men's welfare. Avoid paternalism, Keep away from private 
and foxily probleaswaere the Leader | 
Many techniques in the eheck-list pertain to looking after 

the welfare of the men, especially @SQRBy 27-50, 34-565 
BO» 4a, 425 455 40, GO amd SL. fh he ee, 

A survey covering thirty-four Acay Service Force Companies 
the correlation between various personnel practices and 
morale az rated by (a) the post or battalion commander, 

() tne company officers, snd (¢c) the enlisted wen of the 
six companies rated highest in morale and the six companies 
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rates lowest in morsle were evalueted, with sery few excep- 
tions the highest sorale companies were rated favorably, or 
as possessing all eiphteen items of the chede-List by the 
@listed men in the company, and with very few exceptions 
the enlisted wen cf the lewest morale companiss rated their 
@ompanies es lacking the eighteen items, ‘The itema, opparm tly 
Judged ac desirable in a good company weret © 
"2. Officers interested in men, #22, 2B) 34,5 °° 
8, «Officers understand men’s needs, 1-11, 13, 

-« $)«SsCOfFheera are helpful to men. $25,272 28,08» 42ipd2y 46. 
«Officers reeognize men's abilities. #20921 756s48. 

© 8, Officers sre willing to back wen up, #50, © 

'. 6, Pair shore of off-duty time giver men, #24, — 
inmog Sa A IEG AE LORRI, INN MOE 

Se? LSE? Gere end unde OF WreLaing REEDONR: Cree tle 
oe) Paar PTD EI ROT Te 
10. Patr promotion policy, #14,25,589395 6 
| -PL. Goed selection of noncommissioned offieens, #32.- | 
supper Sthatateny sports and athletic facilities, #2, 28. 
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16, Fersonal talks by officers on sen's progress, _ 
#58, 45. , 7 ok ene 
». 1% Ken given the opportunity to know the “why" of 
things. #1245. mest tamweesss & Guth. 
18, Punishment meted-out fairly, #30265,56,57, 
oa ‘ied al | _— =P eelert le «= @ @eer Seve, 
_ #& study ef 1500 Naval offenders showed many different 
motives which contributed to the cause of the offense. Some 
mea were troubled by economics problems er unfaithfulnese 
at home. Hany showed fomily backgrounds with divorce, broken 
howes, or wistrestment, There were other motives easier — 
for efficers to control. A few men with high 1.@.8 were 
bored with their tacks, Twenty-seven persent of, the of= 
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by developing interests und proper attitules; by helping 
to solve the difficult personal problems, end by 
emotional tensions, oot Of Seeerete 
The prestige of hie job is of great importance in moti- 
vating each man. Lack of prestige 1s audlly one reseon 
that “head clesners* are not enthusiastic about their fovs. 
But the attitudes of the crew and then of the cleaners can 
saye, “Give dignity to an irkeome Jods temper it with humor, 
and instill a spirit of friendly competition in those who ~~ 
have to carry it The problea is much simplified wien 
dealing with typee of men who can take pride in the claplest 
ancqete A” 200 tema quen Mby Shy eet SOU Ci Gna, 
In order for an appeal to patriotien to carry wuh 
weight the patriotien should carry prestige. It has been 
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Successful when they are specifie end are aimed at indivi- 
duals of smaller groups, Alao it is usually agreed 
appealing duty ae « motive is net often successful. 
Refer to technique #17. of SA whe —_ renee Ray 

One of Davia’ principles of morele is the prineiple of | 
Serene A aan appreciates more what he bal leves to 
be right. Industry and the araed services understand this 
and now attempt to find out, ususily by survey, whet the 
men believe and tien to oorreet any erroneous beliefs by 
methods of indeotrination and presenthtion of the facts. It 
48 too often found that men guide their aetions by miscon- 
eeption, Yelter Strong, Midwest Direster of the Opinion Kee 
an some concerns estimated company profits at about 50% of 
Gress Amcome while in reality 4t wes.about %.  Gertaimly, it 
An example of specific Amy indootrination is the 


bituation immediately prior to the invasion of Europe, acroas 
‘Mglieh Channel, D-day Se It was foumi that 
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the great majority of soldiers believed that they were 
Goomed to die. 4 series of pamphlets giving facts » 
distributed to inform the nen better of the eituatic 
Cheek-list techniques #45 snd 51 stress the sheve pointss 
\ Wren pumors exist, it is wually beosuge the men are not 
 Sompietay infermed. “To deny a rumars repeat the fnoba, 

. the rumor. Rumors are spread by word of 
<-*<s cu ec 


When you repeat a rumor you are 


An experimmtel study group o unanamne anh 
to s rumor contest progran over the radios which 


of “ @lelogue in which «pang eanne dingo. ann ~f+y 
& 


; by facts which proved it untrue. Listenera to 
— were inter viewed * | 


/ snewers shoved that the rumors have 
a Sheer. Y= =, Oras 5s Astrrwrt. 


planted. Technique #51 mentiona this 
ed set techniques which pertain pertioulerly 
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needs to learn it. (2) A man learns and resenbere best — 
when the subjcoot is closely tied to thht already khewns 9 
(3) A person attends to one item of experience at e times” 
he Gennet do two thince at onee, unlees one of these te 

s® Completely habitual that no attention is necessary, | 

(4) The learner ehould practices in in which he 

i Later to use his new facts ami sk ilis. 
«Case evidence exiets in the experience of the Savy 
at teaching recomition during World War TI, Dr, Sen@enhall 
fCllowed the learning exhibited by verious pilots, ‘The 
vere’ training in the U. 8., but Leerning Jumped obviously 
dUeeaing toward conbat cones. Be men tioned cat 
quite gener ally secep ted. 
When.4 cen 1. is aware of a goal, 2, understands the 
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Indoctrination literature ani training méteMial must 
be presented in a form the bluc jackets will aceept, Sheverly 
@esigned handbooks have many times proved auch more effec 
tive then any nuuber of lecturers, orders, end regulation 
One ectusl, bat exemple was a handbook which atertedy '*Ke- 
member, you are here to work." "ee 
“ Sugene ©, @aple presented a pleture of thé schodlang 
mothe’ s avaliable to iniwtrial eeployess and he expreaced 
the opinion that they were not completely sataefnetory. — 
We was looking for better wethods. One concrete summestion 
@oneerned testing. He hotices & two huntred peremt th- 
‘@rease in the enroliment of waunt trade crasses an the field 
Wiere ‘the testing technigue had teat usemy Atest on —, 












Amwental situation sometines in iteelf ctimulates production, 
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Bome other princlpies conoerning training aret Orfeate ~~ 
eGequate interests, attitudes, and purposes, Goals and — 
étandarés must be adapted to pupil ability, Wexisum ef-- = © 
ficienc; demania a definite objective, Reward and praise — 
mey be affective incentives, Punishment probably has 1ia~ 
ited value, Technique #42 mmtions the value of tests. 

i _Abtatudes: tovard \ehanges invenvitonneit aremore me 
partant than the-changes thoasetvée, In éne OF ete 
inghouse exprisents sn inorease in lighting produwted a 
@efinite increase in sreduetion, However, when intensity — 
of illumination was experimented with again 1t was lowered 
below the original value and production tneressed still 
more. Almost any miei me ats it te 
taken an ThewPight epirit.” The following things oan 

rest pauses, 2. Chenge the nature of the activity, 3. Com — 
pote with others ond vith yowself, 4. Section the wen into 
roughly ecuivalent groupe so that men of similer — 
Siaes weenie ~" Gheox-liet = = 
< wre lee peewee leal petmeiGaes Smt 
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techniques fldy 15, 28 35, and 25 ineluie the above prin-, 
ciples. : —— . . Weer 
» there should be fairness in all dealings between officers 
and men, For exeaple, some promotion syeteus are sup,osedly 
based on merit, the best man to get the job if qualified, 

but in fact, they may not effect advencewenta on merit, _ 


it were pove Vane, eps. bn. gpernedep exist promo- 
that there are men who consider emselves ff ied for promotion 
qualieg 


tiom but that the officers seem to consider ther not 
fied. It is only fair that if a mm is qualified he dould 
be considred automatically, and that if he is not qualified 
BO.opald be cognisees, ofthe, fans... “nhs, spans, BP, 
Gate, accessible records. Decisions must be based on facts, 
not on vague feelings. Techniques #30, 42, and 45 attempt 
Rathore ths. 2... 4 wns of Ge meemetee whee eet erGeeee 
. George Jay Anyon attempted to codify an evolving pro~ 
@m to satisty the present labor-management troubles. Much 
of his plan had to do with the motivation of workers, It 
was based both upon what the trade unionists have iniioated 
they want to accomplish or the conditions they seek to create 
or find in industry, and veriow managerial principles from 
AA ete ee, SIR AEE PET tn 
pe are sete, . ey, et Ge et ee eee 
ete ee eee tl Lume) oe ie steel ly aoa? whii 































59/ — “7 a ‘Trade Unionists end Seientifie sment*, 
~- : (June 19047), Vol. XII, Bo. > pp. 73. 
.. OQvernold, "Grievance Procedures as Aids to 





Bee also; os +. Administration (May, 1943), Vol. 5» No. 
QD» PPe B- ° 
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1. The greatest cause of controversy is m be fowd in 
the misuse of managerial power and authority. It is a wore 


aecisive farce than the profit motive, coy Tet wy 
' & Amy controwersies arising are to be subject to the 
“Grievance procedure’, _ -? ed 


5. Ail grievances should be settled as near the point 

of origin as is possible, as speedily as poseible, and on 
their merits, 

_ & A procedure aust be estallished for the settlement 
of grievances. There should be provided, by mutual agree- — 
ment, 2 final determination of unsettled grievances and the 
procedure to be @Alewees 65%: Se ©\ Ot 4 elias Oeee 
we Se The procedwese must facilitate settlement of grie 
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having one. ‘The present informal system usually used will 
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always work well, but not in all cases. 7 

The steps presented by R. C. Davis for improving morale 
are eetually steps for handling grievances, exeept that no 
step 1a listed for making the complaint. 


1. Investigation, before or after a complaint. 

2. Determination of clashes, 

3. Gonferenses on those conflicts. | 

& hdtijustamt. § § «9 a.) ot oe Om, 

5. indootrination in the adjustaent mate. 

6 The developamt =e of common interests. 

% WUorale maintenenee, — | ooo w& esate ioe 
 Gheeck-list teohnniques 923, 54, 435, and 45 mention these 
principles, oe | oe eee PO)? eer 


Hine requisits to eS ee ee 


Mpiefly, they are listed below with references to motivation — 
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Gechniques in which the prineiples are ome E epens 
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A conclusion drawn by Young was thet "The 24 justamt of 
an individual te his task davolves a variety of interrelated 
factors, & number of which have been studied experimentally. 
Among these are the subjoet's understending of the nature 
of his taek, his method of working, the viswal and other — 
sensual cuidence which he may utilize in carrying out en- 
aotivity, his preparatory set ac established by the quantity 
of the work initially presented, a knowledge of the resulte 
ef hia work, and a group of factors whith go te make up what 
curse previously in this chapter. ‘hey are included in — 
eheck-list techniques fit» 36, 40-44, 46 and 64, Young ~ 
later mlcrges one of the sbove points by saying that the 
eaperiences of suocess snd failure depend largely upom one's 
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on the tcam, it is prefersble use «a system in which exch 
men can win by beating a record, ra than a system in which 
one man «ins and all the rest lose. 

If « leader desires #2 man to produce efficiently, he 
must be siven sufficient authority to do ‘the end he aust 
efficiency in some way to so qualify, This can de in the 
form of training, Increased Knowledge, a vetter uniarstrading, 
a better method, or o better tool. See technique #40. 

Work simplifieation developed during World Wer Il et an 
aecelerated rate, tae uo emanmaseessumnial” 
Sqme Naval pa sonnel may not be especially pushed to com 


plete the assigned works S aeteeaeheneeneaenaiad 
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1. The work M@etribution chaw® = = = = © oo) 
2, The process chert. 96) (iit « “oo ber oume# 
3, The work count, — Pero ls tere of Gelgee 


“~ @ Better sehe@iling chart@, 4 © 0 § = s, 
Tim6> tde-nayele + tow tll, en & owe 

~~ 6 ‘The ressonsibility distribution charts. =  — 
These itews are mm tioned in technicues #46 and 64. 
-—-s« Selentific personnel management is a phrase which usually 
refers to one of the following AN) 9 Pn 
A. The methods used in selecting mon for epecific jobs. 
" &, The methods used for rating and promoting mene — 
“0 8) The vecoraing of pertinent @ate-in-erder-te pres 

wn inwenne owentuute wan Gueaiaes cqnspesnaniieedl”’ 
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"This ant the agazing picture of the release of human 
@apsoity held in bounés in civilian life by the Rerrer con 
fines of a job or a chance nequired skill, should be 
‘ously pondered by oamneinnie 
~The Nevy bas long hed aten@ard precedures for sidine 
Dbluejackets BA obtainine finaneial aid, Experience hot 
ean Ce EE haw weer gan wane? iekle Grate 
fe graduate’ reasonably well fer imentive purposes, 
lone it often fail miuce accep a 
enspusnmneanenenanadaaane 
fate increase in output, but the affect acon wears off efter 
& promotion. Gain ineentive worke best if 
W811 eereod that the value of an Incentive bonus 46 soon — 
lewt anless it is aaintained temporary in the mind of the — 
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of the individuel, It has proved much more successful 4f- 
bonus pay 1s given eas a separate check, something obviously 
extra. § Thies principle would seem applicable to the Navy. 
Special pay is awarded in the Mavy for special duties and 
for excellence in arms. The increase, usually $5.00, 18 
lest in the regular pay. ‘The principle from industry wuld 
seem to indicate that more incentive value would be obtained 
by the Nevy 1f a plan were adopted of separating the speeial 
The facts of this paragraph are expressed in motivation tech 
niques #24, and 27. 

 Iubin*s experiment with ehildren in the elassrcom sheds 
some evidence on the value of rewards, A reward was offered 
for @peed in simple mental funetions. The actual prize. 
was not named but was made to sound desirable, All but 6% 
of the children increased in speed, There was slight dif= _ 
inerease to be greater in higher grades, and 
in #peed between individuals was con: istenly 
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Pennington presents three rules wiich he saye auat be 
eS 
these are: 7 ue : [ame SR ATRO aoe eet 
om ~cte the recognition should be apprepriate to the deed, 
2. The reward must be desired by the men -- in inetruc- 
ss tdonal situations a rewerd 46 prized only shen the 
— ~—- en's desires for 4t relate to (a) getting approval 
» from their officers and fellow 
~~ i pum asmeendeamee 
kas (0) spare time and recreation, (4) merits 
or i> > end workte | eet koe se feel let eo 
_» & The reward must be dmpartlally awarded. | 
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at better clesa hotels, ana ability to buy spects] goods 
at special stores, Many opinions and cases suite well 
establish 1t as a fact that financlal incentives are not 
enough. | ua r toi irial tro we thw ty 
ae eee ee 
want. A manager often fools himself when he *guesses" he 
knows what the wen want, whenever the impartance of & 
problex aa the boss sees it is compared 
é@esires are essentially personel. He aust be treated ss 
ap individuel. One eannet expect a man te sacrifice some 
possession, freedom, or velue, wnless he expeets in sewe 
way to be compensated, Rewards are useful to motivate | 
_— —— owiitteis birdie 
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men, but they can take many forms, wealth, sel f=-preservati on, 
power, sentiments, tastes, ate., depending on the individual 
concerned” a 

A very fine Chassification of ——- _ sag A 
Dennison Manuf se turing Ge., a0 ee eae re 
by Alford end Bangs, Some of the principles presented there- 


in ere included here, ¢ wm, 
1. Individual iseepe eee wees yen 
| -ee.lhCUrhCU 

duce strong but non-cooperative motivation, 

a. 
ation on the other hand yields weaker but cooperative — 
motivation. 

‘a a A iv J A’ 
2. A high rate of pay with a low bonus rate oo 
. v pe h Am \% 


vith the reverse is in general less 
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85/ Alford ami Bengs, op, cit.» figure 56, p. 1229, 
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All writers on military leadership emphasize the need ~— 
for discipline to be developed, in order that obedience may 
be satisfactory, particularly under the stress of battle. 
The term “diseipline* has changed thoughout the years. Each 
new considered to be desirable, necessary, good, oa bad, de 
pending on the interpretation of ite meaning. There are 
six dictionary meanings for the word discipline: 





— «L,, Obs. Teaching; inmstructiom «© = 
giev ; 2, That which is taught to pupile. 
: 3, Training which corrects, mélds, 
= es or perfects. 
i ee ee Lot(«@ on” ai) {10% 
4. Punishment; chostisement. 
—  _— _ ‘(ite -tilee ea lk Be 


6. Control. geined by enforcing 
Seat Tih obedience or order, as in | 
a school or army; hence, orderly 


tive. & rs © oe roa as troops noted for § | 
their —— 








Gt ansr ° we @e wore Gat to 
6. Rule or aguten of rules affect- 
~w ——— a eg Conduct or actions «©. . 88/ 


Military leaders are generally thinking of definitions 
#3 ond #4, ond the last half of definition #6. Item #4 is 


ineluded by most military writers as an und le form of 
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kriters on industrial management often attempt to préve 
that discipline is not necessary, becaurse more democratia 
pethods, in many exempleas have produced better morale » have 
increased production, and have improved efficiency. ome 
pline by consent, Inboremanagement conferences, consultive 
supervision, par tickpation by aes the management fun- 


i~ — | 


otions labor unions, eto. ‘esetedtaas. 8° ou - 
Citizens in general and the pubic seiosle ema de 
plore military discipline, because it is their Meal 


eo é&£ Pah ie = 
each person be devel pped a& an individual » that freedom 
447 ee. 4 Poewes , 
as contrasted to dio cipline devel ope better Ben » ‘Quotations 
s*: >* — 1 oe 
are of ten prodwoed to show that the sweriosn man is the 


best fighting man in the varld because he has more inition 
“ff 
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traditional military conehen is unnecessary. 
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Industriel managers wually think of discipline in 
aliis. “4 ‘ “= 
terns of definition #4, ‘the punishments usually teking the 


i‘lil-—.- +. ie or 156m eve * 
ioe af panaithens fines, reprimende, end discharges, yet, 
= wually a statement to the effect that auch dise 

is © Last resort and not desirable. There is talk 
Fume 


some practice of a system of 444s ei pine by consent. 












90/ See Soott, Clothier, Mathewson, end ipriegels op, ¢cit.s 
p. 290. 
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Gritics of the Army and Navy generally think of military - 
discipline in terme of definitions #4 and the first half «» 
of #5. : ‘ h ™| 22S ore apeepterte te © i 


_ Military leaders usually cite some example to prove .— 
concerning the First » of Dull Runt 
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state of discipline is desirable. The only 41ff erences con- 
cern definitions and beliefs concerning militery discipline. 
Following are a few conclusions which are acceptable to ell 
persons, with few exceptions, or which are verified by facts: 

1. Good diseipline is of education end 
punishment 4s a last et ee ee 

2. Awell Qieciplined outfit needs little punishment. 

Ss Punishmmt is. 

4. Mass punishment should be avoided, 

5. United States citizens are liberty-loving end 

mot as amenable to strict regimmtation as some — 
Gumeenrn  -PERDEB. cme p ww Layee nt ne cowl yes @ Te Gea 
.. 6 Standerdized procedures ani methods are desirable 
Peet = 60m Greens expense cy be eTeetingy ee 
«7 There are tives when quick deoleions froma 
ss @entral authority ere nesessary snd they mutt be 
“pee Qbeyed to achheve eucces@, pee 
_.. @ Im thet @iseipline of the body means phyeical 
ue) Sraning and hardness of the, physique or sparats 
— it 4s desirable. 
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~~. avesnseeunstieenen 
~- 21. The noture of the punitiment must be a Loe teal” ” 
“*- gutegrowth of the act. 

12. Punishment, when Aeerrved, should be sure and 
" - Smumeatat e.  o@ Ar Taoreee Of Joews of aie 
28. Punishwent must be administered wnesotionally, 
14. Panishwent must be within the limits allowed by 
DS ©peputetions, —- ‘he lvtteiteah Mee oF 
— After surveying the Verious psyéhologiéel exnerimats 
eoncernin; reward end pwnighnent he arrived et the conelus- 
fone that a person may be effectively motivated away from 
punishwent which 1¢ dtelikec, or he may be éffectivay adti- 
SUDA art Getete dhs “tnt Stata ed: “Me Bille 
AiO conclusive evidence as to the relatives imedicte effec 
tiveness of the two, The difference between the ae 
podMted out Laws tn 
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The less desirable results stem from the fact that a negative 
attitule resulting from the punishment usually lasts and »ve- 
comes a motive destructive te good morale, The generel psy- 
ehology of the above conclusions is incluled in techniques 
#55-37, ky 

The Army Air Forces Aviation Psychology Program, after 
analysing extensive data on Air Forces Officers and men» 
announced the conclusion that ‘eviience supports the hypo- 
thenig, saat, the ctemuts, "time te, toe daas Pagar 
hAghiy motivatei aituation to oa the individual hae no 
adeqmte means of 2d juetment." Pennington said, ernmerning 


soldiers, "They retreat when they are oreakor yan 
the enemy. They attag: when © stronger or yheg their 
Leaders have nade them feel thet they are stronger." "In- 
@etion and suspense tend to cause men to get out of hsnd, The 
GP eae tists Or. Rae ome Pig Ree, 
require setion end thought, or for the leader to fea nenetey 
Moat might inspire « feeling of security ma confstence, * 


The factors thet were found to heave reduced fear were: 
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1. Gonfidence amd morale ee 

2. “Effective activity: ee eee 

S. Social stimulation (seeing ana ‘talking wth 
a tn it} etepoed ee pitas 
_ eae Yet oo we is Oe oe 

5. Self control me — Sains a, “Se 
7 U- erate 7 ommm oad pend o Lee chow bee bee 
Reeqr—yen sgh eng te % for st ae een 
b | These ‘prinetples ‘tre ‘inel died in tetnatciiés #50 sid” 
ape tk ee | 7 - Fos Se far’ Ubet 
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“') "ne etory concerning the “Four Horsemen* of football 
fame was told by Knute nockne, story concermed an 
important Notre Dame game. It occurred during the year 
when publicity for the '"Four Horsemen® had reached a point 
where Coach Koekne was concerned about the influence it had 
upon the team itself. When the game started, he put in the 
Line-up the “Horaemen* with the second string line. They 












99/ For an analysis of fear in combat upe3 
"A Discueséon of Some Causes of oye 
the Army Air Forces", Paychol 
1947), Vol. 44, No. 1 
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were playing a very strong team. Acs the game progressed, 
Notre Dame was gradually being driven backward toward the 
wrong goal lines, Just as the opposing team waa about to 
score, he put in the firat line. They stopped the advance 
end Notre Deme went on to win the game. 

Speaking to the team after the came, Rockne said, “Now 
you *Pour Horsemen* have seen and read a lot about your per= 
formances so much so I got to fear it was going to your 
heads. You saw what happened in the game today. The rea~ 
gon I did what I aid was to impress on you the faot that 
the "Four Horsemen*® could not accomplisR much without the 
Seven Mules in front of them.* — : 
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,* the value which one might expect to get rail che ek— 
List, Tt doe not constitute proof of thet value nor con- 
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og 9 The Dluc jacket, vhom I will call Boates had served 
Wis. * Se SS ee. 
— in trouble aue to ‘slchelie excesses, le was a 
problem, He was neither a leader not a good seaman. He 
had been advanced several times to the rate of second class 
petty officer, and once during his career, he had been ad- 
vanced higher to first class petty officer. Almost as many 
times he had been demoted, for at the time of this story 
he was a third class petty officer. Most of his old friends 
and contemporaries had long since become ehief petty officers 
and warrant officers. Though Boats habitually staggered 
wack from liberty completely inebriated, the commanding 
officer detected potential value in the man and attempted 
to make the most of his drunken sailor. 
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A PRACTICAL CHECK-LIST OF MOTIVATION TECHNIQUES 
FOR USE BY THES UNITED STATES NAVY 





Object: To aid officers in maintaining personnel in the highest state 
of efficiency, usefulness, enthusiasm for the service, and 
readiness for emergencies, 

This is an attempt to condense and organize a very broad field 
into a check-list of practical use, Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling useful items rather 
tran to present something new. It might be used by an officer when one 
or more men are slack or negligent in their duties, He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program, He might ask a petty officer who has 
just mishandled a leadership problem to use the check-list, or the 
check-list might be used as ene assignment in a Navy leadership school, 

The scope of motivation in the Navy has been limited two 
ways in this check-lict, namely: 

A. The broad problem of obtaining maximum efficiency from per- 
sonnel can be divided into five classifications, This check 
list has been arranged to déal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

1, Planning work to avoid waste time, energy, and material, 

2. Organizing men into an effective tean, 

3e Controlling men by requiring specific behavior. 


4. Training men, or obtaining trained and able men, 
individuals to exert most effective efforts. 





(1) 
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B, This list has been limited to the consideration of personnel 
as individuals, It fits best the case of an officer who is 
evaluating the personnel situation within his unit by considera-: 
tion of each man individually, but this list, with a few modi- 
fications, would-be helpful to an officer considering a large 
group as a whole, even the entire Navy. In the last event, 
it is necessary to determine accurately what the average man, 
or the majority thinks, believes, and desires, In the interest 
of simplicity this list is pointed toward the individual approa..” 
Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
relatively good or bad, Instead, they are intended to point out 
leadership areas where there might be room for improvement, Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference numbers, 
In order to aim this check-list specifically at an individual, 
indicate here in writing his name or the name of his job. 
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Name or Job 


SECTION [I 

Answer all of the following questions, Check either (Yes), 
(7), or (No). You may rightly feel that you have insufficient in- 
formation to support a positive answer, In that case, check the §7). 


The information may be obtained by observing the man's actions, by 


(2) 
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interviewing him, by questioning others who know him, or by asking 
him to fill out and answer a questionaire, The questions are 
arranged roughly in that order, The questions, in general, easiest 
to answer, or those a leader should know through observation of 
the man, are first, Those which might require interviews are 
second, The last questions are most difficult to answer, and for 


them, a questionaire might sometimes be advisable, 


Questions to Locate Areas Answer Reference to 
for Possible Improvement _ (Yes) (2?) (No Techniques 
Has he some outstanding skill or kmowledget (és) (7) (Wo) 3.4,9,11,14, 

Ja 15, 36,89, 40 
Is his name widelyknown aboard ship and (Yes) (7) (No) 1,3,4,5,9, 
in other ships or stations? 36, 


za 
Does he have several good friends among (Yes) (7) (No) 5,9,12,35 
the crew? 


7 
Can he write home with pride about his job (Yes)(?)(No) 10,19,20,21, 
in the Navy? 24,36,42,48 


Zz 
Does he feel that routines such as maintene(Yes)(?) (No) 16,37,43,26, 
ance check-off lists are helpful? 28 


~~ 
Does he feel capable of accomplishing the (Yes)(7)(No) 14,18,36,39, 


job? 40,41, 42,43, 
i 49 ,50 

Is he eager to learn his job or to pursue (Yes)(?)(No) 14,15,16,17, 

his studies? 41,42, 44, 46 

Is he effectively busy? (Yes) (2) (No) 16,17,18,28, 

30, 49. 52. 38 

Do his officers know his problems and (Yes) (7) (fo) 22, 23, 26, "27, 

give help or consideration when poSsible? 30,2 29, BA. 39, 
$0 ,51 


im 
Has he made any special requests lately? (Yes) (7?) (Mo) 23, 24,25, 30 


7 
Does he generally accept suggestions in (Yes) (7?) (No) 18,31,45, 47, 
a spirit of willing cooperation? = 55, 56, 57. 


(3) 
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Does he follow the group and conform 
to custom or the majority? 


Does he take opportunities to throw 
his weight around, to dominate others? 
Does he accept responsibility? 

Does he speak of the ship's crew and 
teams as "We"? 


Does he feel the job is good enough for 
him? 


Is he working well in order that he will 
be transferred to other cuty? 


Does he feel his work is appreciated? 
Do his family and friends know his Navy 
reputation, if it is good? 


Is he proud to be identified as a member 
of the Navy? 


Does he know exactly what constitutes 
satisfactory performance in this job? 


Is he proud to be known as one of the crew 


of this ship? 


— 
(Yes) (?) (No) 


a 
(Yes) (7?) (No) 


i. 
(Yes) (7) (No) 


(ves) (7) (ito) 
mM 
(Yes) (7) (No) 


“ 
(Yes) (7) (No) 


reek 


ea 
(Yes) (?) (No) 
“ 
(Yes) (7) (No) 
ad 
(Yes) (7) (No) 


iaiervend 


i 
Does he feel that he is progressing toward (Yes) (7) (No) 


some future goal or aim in life? 


Does he feel his time is well spent and 
not wasted? 


Does he consider his job of value to the 
Navy? 


Do his dependents, if any, have satisfac- 


tory living conditions? 


Is he reasonadly well-satisfied with his 
income? 


( 4) 


- 
(Yes) (7) (No) 
(¥68) (7) (so) 
a 


(Yes) (?) (Wo) 


Y 
(Yes) (7?) (No) 
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12 BligSSyS5, 
45,47,52,56, 
57,32 


41,42,46,47, 
54 
23,44, 46, 47, 
50,52 


4,5,6,7,8, 
12,15 

DD Aig lt Tie 
31,33, 36,37, 
58 

17, 24, 25,50, 
52,56, 57 


1,4,6, 10,20, 
21, 39,48 


1,2,3,5,6,20,. 
29 
1,2,6,7,8,16, 
27,48 

1, 26997, 58 
1,5,6,7,8,13, 
15,27,29,48 


15,36,37,38, 


41,42, 43 


10, 16,17,21, 
24,36, 38,41, 
3 


4 
17,21, 24,36, 
43 
22, 23, 24, 27, 
48 


22, 23, Mly®7 
4 
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vs 


Is his feeling of personal importance (Yes) (?) (No) 58,4,11,13, 
in the organization about correct? 14,21 


Does he believe that any existing un- (Yes) (7) (No) 25,34,43 
desirable conditions are reasonably 


necessary? 
ua 
Does he believe that his requests are (Yes) (?) (No) 22,23,27, 
considered? 34, 48 
ag 


Does he notice that in some ways the ship(Yes)}(?) (No) 44,46,54 
Seems to be run left~handed or awkwardly? 


Does he know and comply with ship's (Yes) (7?) (No) 34,40,43,52, 
orders? 53 
Fd 

Does he believe his leaders are doing all(Yes)(?)(No) 27,34,39,43, 
they honestly can to help him as an ind 28 
idivual? 

LY 
Does he think his leaders "know the (Yes) (7?) (No) 23,26, 30,32, 
score", or understand what really goes 59,49,50,51, 
on and what should be done? 03,08, 39 


Does he believe that the better breaks (Yes) (7) (No) 23,32,37,39, 
go to those who perform best? 54 


Does he believe that in each case the (Yes) (7?) (No) 32,37, 39,54 
man promoted is the best man? 


ea 
Does he feel free to do as he pleases, (Yes)(7) (No) 33,35,45,50, 
within reasonable limits? Sl, 


Would he do as well if the threat of (Yes) (7) (No) 28,50,56,57 
Naval discipline were removed? 


a (5) 
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SECTION If 





SUGGESTED TECHNIQUES OF MOTIVATION 

The foregoing section was a list of questions designed to 
indicate sources of trouble or areas of possible improvement. 
If your answer to any of those questions was (No), it is suggested 
that you refer to those techniques indicated by numbers immediately 
following the (No). To do this, first check each technique below 
to which reference was made. You may happen to place several checks 
in front of some techniques, Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im 
portant than those checked only once, Select and try those which 
are applicable, not already in use, and which fall under your 


jurisdiction or authority. 


Item Check Suggested Techniques 

No. Here of Motivation 

is Promote good press relations, Help to obtain a good 
/ reputation for the man, the ship, and the uniform 


by supplying news items to local papers, home 
town newspapers, the negro press, Our Navy, All 
Bands, and sometimes the Army and Navy Journal. 


Ze Cooperate with local, social clubs, and organiz- 
ations, Help him to meet civilians, to make friends. 
Arrange ball games between the ship's team and 
local clubs, 


Sis Develop a good nickname for him, one which will 
enhance his reputation, It will spread, <A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fame of being 
a real fighting man, which he was, and he improved. 


4, Arrange a mutual admiration society. It will 
J often happen that by their mutual compliments they 
will convince other people of their own excellence, 
and they may even convince themselves, This works 
especially well when both persons hold about equal 
ratese 
( 
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Give a ship's party of the type the men want. It 
should be more than recreation for the men, It 
should help each one to make friends, It should give 
recognition to outstanding dancers, musicians, etc, 
It should help to satisfy friends and wives, potent 
factors, 


Give dignity and a personal touch, When you have ar- 
ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to maid invitations to 
the homes of those who should be invited. When a man 
merits commendation a letter to his family, from his 
officer, will score a hit. 


Use an insignia for the ship or unit. Make it good, 
full of meaning, and simple enough to stencil, if 
possible, Use it on party programs, baseball shirts. 
or a battle flag. <A good slogan may be used the same 
WayYe 


See that there are souvenirs of the unit available, 
These may be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets. Decalcomanias, 

ie€., transfers, are quite cheap and very popular, 

as are book matches. 


Hach man, if at all possible, should be known as 
unique in some desirable way. He should be famous 
for something, whether it be aS: dest poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best guyner. At least his officers 
should know his nane, 


Give him some blatently obvious compliment, honest 
of course, but obvious enough to be almost funny. 

An example is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leave, 
He laughs, but likes it. 


Ask his opinion on some important problem in the fielc. 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation fron 
him, however, do not do this so often it indicates 

your ignorance or inability to make a decision. Seek 
to extend the areas in which he can make decisions, 
faking orders &s drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men, 


( 7) 
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12, Teach him the ways of men and how to get along with 
them, One good suggestion given tactfully might make 
him one of the boys instead of an outcast, This is 
difficult as it enters the fields of psychiatry and 
psychology, but sometimes it will be possible to 
effectively point out a major personality weakness. 
His family hiétory might throw light on the probten. 


13. Respect his rate or status in the Navy. There is 
more to be gained from promoting his pride than from 
breaking it. If he thinks he is good, let him show 
it. Give ample apportunity. Many bluejackets 
dislike going back to school because they are usually 
treated as recruits, 


14, Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each man in the job which most interests 
him, The ideal situation is usually impossible, but 
the closer it is approached, the more performance will 
improve. Consider his abilities in the same way, He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
challenge. 


15. Allow him to branch out and specialize along a line 
/ 4d ghnieewhich interests him, If he shows interest in any ~ 
fe 4 sjatitfPort or activity, give him all the support possible 


yuch i 41Mto help hin form a team or get the activity moving. 
aos ayo: He will be rightfully proud of accomplishment and tne 
she new ship should benefit. 

16. Develope his interest in the subject or the job. 


a- Give an inspiring talk, Appeal to his imagination 
The comme” by vizualizations, magnification, inflation, stimu-— 
gfice! na Wing case problems, questions, charts, pictures, 
pone ey qasand cartoons. Suprise and shock him to gain atten— 
pe jo tion and interest. If there is a job that fits the 
man, first interest him in the job, then let him have 


e x 
_ es that job. See that his leaders are enthusiastic, 
ne gor 4 Ho ORs Interest is contagious, Make your own interest in- 
mam 5 a good fectious. 
He 
wy? Persuade him to the task. Use B&élesmanship to ex- 
Vi plain away his objeetions, to show facts, to give 


exaimles, and to show the advantages, the disadvantages. 


( 8) 
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19. 
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the easy way, and the hard way, Give a pep talk, 
Acting ability is extremely valuable, Appeal to his 
sense of duty, fairness, or moral code; It will 
Sometimes move him to greater action, but in general, 
tnis motivation is not strong enough to move him 

if he believes that by so doing he stands to lose in 
sone way. Such a sacrifice would appeal to hin only 
if he were assured of regaining the loss, and pos= 
Sitly moro, 


Get the najority of the crew moving on the desired 
project, It will probably gather momentum and attrac” 
hin, He will probably join the stampede, 


Give every job in the ship a simple title which can 
be used with pride in a letter home, Every mother's 
son should be in charge of something, Ideally the 
jobd shou:td be a pkeasure and a reward in itself, 


Publish his results in a competition or task at which 
he excelied, Competition is usually valuable because 
it is a chance to prove ones worth. Individual con- 

osition is superior to group competition, and a sys%- 
of competition in which he attempts to beat a stand- 
ard or past record is better than a system in which 
one Man wins and the rest lose, better that is for 
notivating the individual man, 


Gire congratuations, praise, recognition, credit, an.-. 
conmendations whenever possible, This has been 
Eroved to be more effective in general than noting 
cnly poor performance, roprinanding, blaning, and 
criticising, However, when praising is done excess- 
ively, it tends to lose effectiveness, Give more pr... 
than is due, but only when it is due, Reprimanding 
“s, however, a useful art. One useful statement in 
seni~reproof is, "I want to commend you, Just give 
ne a chance," 


Show irterest in the welvere of each man, Try to 
give uin what he feeis is ntedec. if it is compatable 
with the needs of the service. Sse that he under— 
vtands the needs or objeztives of the Navy. 


#iad out what he really warts, Many officers make n‘:- 


taxes here, Often he can.ot ex.ress his inner wants 


cz does not know them, “hings Lik. appreciation, rec: 
ognition, social acceptaice, Zairmess, and religion 


(9) 
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are sometimes hard to ask for, Some sailors do not 
like to inquire about promotion or even ask for 
icave, but expect their officers to offer these when 
deserved. La&iness is a syfpton of insufficient 
motiviation, Find the trouble and rectify it. 
Eliminate conflicts and develop useful motives, It 
is gocd to schedule interviews each quarter in order 
to got every nan, At that time. many routine things 
could atso be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc, 


Rewards and prizes can be used to increase effective 
effort. Knowing what he wants will help you select 
prizes in the 'coin of the realn! or things he wants. 
If he especially needs money, help hin qualify for 
Special pay, However, extra liberty night mean nore 
to hin, A good example was a brass ash tray nade 
personally by the commanding officer with his sig-=- 
nature etched on it. The nen wanted that prize. 
Sometimes promise hin what he desires as a reward, 
but_keep your word, Never promise anything you cannot 
faithfuliy deliver, 


Do hin a favor, but to obligate hin will often show 
adverse results, Most nen do not like to feel obli- 
gated to anyone. He night be very happy to do you 
afavor, It is better this way, as long as the 

favor does not obligate you as an officer, An oc- 
casional sacrifice, for tne good of the ship or the 
service, usually heips te stirmlate morale. A man 
usually feels a little bit noble about doing such a 
thing as volunteering to take the duty during a ship’s 
parbye 


Veke inspections carefully, locate important troubles. 
‘cise the ship's standards, and improve morale, Give 
oreise where it is due, Criticize dust when it is a 
wee cla, not when it is a thirty ninutes accurmla- 
tica. De not waste two days preparing for Saturday's 
inspection, Make then know they are there Tor a 
purpose. One example is the cagtain who would ask 
mon where they had purchased the uniforms, He would 
soipliment the good purchases, but he hunted for thosc 
<no had been cheated in orcer to go after the tailors, 
He thus took an interest in his usu, 


( 10) 
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Help hin in satisfying his needs by such means as 
obtaining financial credit in emergencies, arranging 
legal matters,. writing requests for shore duty, and 
obtaining service benefits, 


Help hin to have ways and means for recreation, Health 
is an important factor in his efficiency, but don't 
force physical health on hin at the expense of mental 
health, or morale, The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 

to a great extent when ships were directed to send 
quotas for recreation, Recreating by the nunbers 

is not fun, 


Give personal attention, if only in the form of an 
interested attitude, to marriages, sickness in the 
fanily, new babies, and birthdays, It might be wise 
to send announcements of narriages or births in which 
ehief petty officers are concerned to the Arny and 
Navy Journal, It would be well to have the cook 
maintain an up to date file of the birth dates of all 
crew nenbers in order to be ready with cakes, Don't 
show favoritisn by giving cakes for sone birthdays 
but not all, - 


If his attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can be lessened by further explanation cf the 
facts, explanation of the onemy,, explanation of the 
plan and policy, and by providing some helpful 

device as a gun, or a helmet, Some factors reducing 
fear are confidence, morale, effective activity, 
social stimulation, humor, self-control, praying, and 
feeling lucky. 


Resist his system and his denands by agreenent with 
his arguments but not his assumptions, Attacking 
his logic attacks hin personally. Sometimes it is 
possible to accept his ideas but to add something to 
nullify then, 


Determine who are the natural leaders, those whom the 
men follow in their informal social groups, If 
possible, these are the ones who should develop: 

initio the official leaders, This Cees not mean the 
loud chow-how boys who usually =ocd the first day or 
two, 


(14 
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4, Give hin an opportunity to try leading officially, 
¢ svdet him sign a few more papers. Leading petty officers 


e © 
par He 
g Ue 


piike to see also their own signatures on such as the 
damage control bills. 


Recognize his complaints. Grievances should have some 
outlet. They are real to him, and you might as well 
accept them as a problem, Set up a procedure for 
locating and resolving his grievances. Come to an 
understanding, At least let him talk it out, An 
officer only fools himself when he says his door is 
open to all grievances, Only a few walk in, Griev- 
ances should be settled as quickly as possible and 

as near the source as possible. Ideally, the man's 
‘immediate superior should be able to settle the thing. 
The ain is to settle it to everyone's satisfaction, 
and that cannot be if the grievance is blocked by 
sone officer, The man with a grievance should be able 
to wait until a session when all grievances are in~ 
vited, or he should be able to put it on a simple 
tequest biank and take it to a request mast, After 
satisfying the individual it is desirable to remove 
the cause of sinilar complaints throughout the ship. 
Interviews with men being discharged are helpful, 


Arrange to give hin an independent job for a change. 
In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual, 


Assign him sone task of special importance at which 
he can succeed, or when starting hin on a new type 


“ talk, make it first an easy task at which he can 


succeed, Definite success increases interest, pride, 
and confidence, Fit a takk to the man, 


Set definite standards of performance, An accurate 
goal, usually in itself improves performance, It 
permits a sort of quality control, It enables a nore 
accurate measurement of performance as a basis of 
proficiency marks, or a competition, There should 

be understandable specifications telling when the task 
is completed, what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever nade, It mst be a goal he can reasonably ex~ 
pect to be able to again. Learning is much acceler— 
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ated when there is a recognized, immediate goal, 
Pilots learn safety precautions faster after a recent 
crash, 


Set a progressive or moving goal, one that lets hin 
know hour by hour, day by day, and year by year whether 
or not he is doing satisfactorily and improving. It 
may be his schedule for self-education, or for ad- 
vancenent in rating, or a graph of work done vs, the 
date to measure his progress. 


Know your nen, their achievements, interests, and 
abilities, Sometines items of family history will be 
important. Keep a notebook and records of your nen. 
Jot down observations, good and bad, as they occur. 
Records will back up such things as proficiency marks, 
pronotions, rewards, and privilédges, Your records 
will help to gain you a reputation for fairness, They 
will help to prevent wasting a man's time by giving 
the same lecture several times, If you should desire 
that your juniors keep theinotebooks, it would be well 
to supply then with notebooks printed to facilitate 
the records, 


Give hin sufficient authority to carry out his orders, 
This may seem like an unnecessary caution, yet it 
constitutes one of the greatest complaints offered 

by men who are supposed to get a job done, 


Help hin ty giving guidance, such as tho now popular 
career planning, Help hin get savings started if he 
so desires, Give hin any help that he might reason- 
ably desire in perforning the tasks you assign, Advise 
hin how to get information, <A word to the radar 
operator at the right time will simplify his problen, 


Help him to whieve success by developing his abilities 
and skills, Give general and specific training and 
education to increase both interests and abilities, 
Tests of interests, achievement, and knowledge, 

given apart from any formal course of study can, in 
themselves, increase interest, 


Give orientation in the local situation, indoctrination, 
in customs, rules, regulations, routine, policies, and 
objectives, Help him to see how the Navy's needs 
relate to his own needs, wants, and values, A ship's 
handbook is extremely valuable, It is usually more 
interesting than the ship's orders, better understood 
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more widely distributed, and much appreciated as a 
souvenier, He should have a simple organization 

chart to show where he fits in, He should have anothe 
chart to show his avenues of promotion, with qualif- 
ication references indicated, 


Teach a problen solving attitude, because a strict, 
bookkeeper mind will not see an exception to the 
rude when it is necessary, Teach a "can do" atti- 
tude, It is possible to develope a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything? 


Hold an informal conference to plan the project if 
practicable. If the participants can hold a complete 
discussion seeing all sides and find a mtual decis- 
ion they will have a better understanding and a better 
Spirit of cooperation} Participation gives a man 

more satisfaction than following orders, As one 
opportunity, it is now required that the ship's welfare 
fund be spent through such discussion groups, cormosed 
of both officers and men, and subject to the commanding 
officers approval, Conferences are excellent for 
training and indoctrinating, 


Help him by supplying a method to do the job, This 
may be conventional education and training, or it nay 
be more specific nethods, Supply a better filing 
systen, a findex,or notebooks Teach him to carry a 
notebook and to jot down ideas as they occur, In 
order that they nay be saved and used, Supply a 

trick to aid the memory, such as a rhyming scheme, 
Give hin a better machine or equipment. 

Habits and customs cause behavior to follow a pattern. 
You can turn them to your advantage or kidl then, 

Add new ones or change the old, Training should ain 
to build up good habits, Steering becomes a habit 


gas does swearing or handling battle telephones, If 
ecu- the helmsman occasionally uses left rufider instead of 
“pa Fight, it night be a lack of understanding, or it nig 
yavitbe a bad habit, eeg. misreading the compass. The 


customs that guide him are his own, not ones you 
try to impress on him, He must be convinced, 
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Give credit and recognition especially for new 
ideas, They are of value to the Navy and they give 


erent a strong sense of achievement, Whether you get 


the ideas through a suggestion box or a casual con- 


yversation, appreciate them. Help him prepare then, 


submit them to the Navy, paptent them, puodlish then, 


spprofit fron them, or put them into use. See that 


pene enlisted man gets all possible credit, Sugges- 
er a evi 


tions like grievances, must have an outlet. 


He needs activity. He tends more to be happy and 
satisfied when busy. The activity is of greater 
value both to production and morale when it is useful 
activity, when he participates in the planning, when 
he understands, etc, This suggests closer attention 
to recreational facilities and education. 


Help hin by making decisions which he can count on, 

He may dislike delgying his plans because of his offi- 
cer's inability to decide, He needs a sense of 
security in handling his personnel affairs. 


Keep hin informed as much as possible. The morning 
orders provide a good method as do bulletin boards, 
ship's papers, and morning quarters, Tell hin, if 


‘at all possible, that the ship will be in New York 


City for the Fourth of July. His wife's parents may 
live there, Facts are the best means of combating 
rumors, Never repeat a runor, 


Require specific behavior by setting up rules, regu- 
lations, standard procecures, routine reports, res-~ 
ponsibility, and an organization for checking, in- 
specting, and enforcing. This method is advisable 
to a linited extent. It includes no effort to get 
the maximum, willing effort from each bluejacket, 


Check your orders to remove any unnecessary, ex- 
cessively strict or harsh provisions, Orders are 
worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, understandable, and reasonable. In general, 
control by too many orders does not elicit the will- 
ing cooperation and high morale of more flexible 
methods, 
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Organize his job well in order that he may work with- 
out wasting time waiting for others, and so that he 
may fit into the team effectively. A time and 
motion study might improve a gun crewW'or an engine 
room force. A process chart showing the actions of 
each man during each evolution or situation would 
help a crew to operate with a minimum number of men, 
A job analysis might show that he is overloaded with 
work, that he is responsible for more than his share. 
A flow of work analysis and organization analysis 
could show procedure bottle necks, 


A nuisance might be supplied which would so annoy 

hin when performance is not up to standard that he 
would come around and get in line, It might consist 
of excessive questioning, fewer priviledges, or 

dirty jobs. This works, but is detrimental to morale. 
There are better ways, 


Use masts, courtsmartials, convictions, -and punish-°- 
ments to enforce obedience and compliance only when 
necessary. Warnings and threats of discipline are 
undesirable in general, Threats are resented, 


Physical force may work sometimes to keep a man in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy. 


Use these techniques with an eye to the objective. 

For example, a petty officer may have excessive pride 
in his own personality or skill and he may only 

blame others for inefficiencies in his department 

or gang. In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given fc. 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
"Four Horsemen" of football were given a new perspec- 
tive in one important game, They were on the losing 
end until the first string line was put in. 
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The Gfficer, whe supplied the story, made the following 
comment. ‘I think this is an excellent plan, for it suggest- 
ed other procedures we ahoull heve tried on this fellow." 
Of oourse one favorable opinion, or one successful 
Case, however exaggerated 1t may oe, can not prove tie | 
worth of the check-list. however, the following resulte ean 
be Cleimed for the one examples — 
. 2. The leadership methods whieh had actually bees 
“ed with success were incl uded among the shecked 
‘.) | motivation techniques, 
«2, Other motivation techniques were suggested So the 

checker which seemed to hold promise, and wich > 
ss a ght have improved the man's motivation even more, 
sis ayy which might have been alternative selutions. — 
«8. so In general, those suggestions vhioh were checked 
ss the «greater number of times ware the ones actually 
— used end found successful, oo «= 7} — 
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This theais presents & new instrument for personnel 
administrators, particularly for officers in the United 
- States Navy. ‘The title of this instrument is A Practicel — 
TheekeList of Motivation Techniques For Jae By the United 
States Navy. It is a different approach to one phase of | 
the old problem of leadership; an approach to improve moti-e 
vation, the attitudes, interests, willingness, and apthus- 
imem of individuale to cooperate, work, and fight for the 
Good of the ship, the Navy, the Metion, ond themsdlvea, — 
_ The techniques of motivation have been selected from 
aany sources, They are not new. Sut the organisation, 
arrangement, and presentation of these techniques are new. — 
There are three main featwes to the arrangement of the 
cheok-list; First, Section I of the che ck-liet contains — 
a list of questions to be anewered by the leader. The 
questions are designed to cause the offieer to eval uate 
agre objectively the motives ami motivation of each mn. — 
taney tend to cause the officer to become more ob jeotive | 
im his appraisal and to see more clearly. Second, Section 
Il of the checkelist is @ list of fifty-eight techniques ~ 
wnich oan somotiaes help motivete aen of the Navy to pe form 
their jobs more efficiently, usefully, and enthusiastically. 
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Third, there is a system of reference numbers after each 
question in Section I which refer to specific motivation 
techniques in Seetion II, The techniques which are suge 
RES Ste sees a what answere are given 
te ‘Me questions of Section I sonserning the inéividual man 
being eonsidered. 
‘The techniques of motivation have been selected from 

/ accepted principles in the fields of payehology, 


| 2 wolie ¢ ; oI . 


_ They are compact and useful in this form, 
The check~1iat hus not been proved jn real use as yot. 
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